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ABSTRACT
The introduction of microcomputer based catering information 
systems into the Army environment.
Peter A Jones
The purpose of this study was to critically assess the 
impact of the introduction of microcomputer based catering 
information systems into the very bureaucratic hierarchical 
environment of Army catering.
This work traces and analyses the development of the CATPAC 
(Catering Planning Accounting and Control) project, and considers 
the impact of its introduction on the catering work group.
This is supported by a critical discussion on the wider 
implications of the introduction of this new management 
technology into essentially a craft based activity, where 
management attitudes have been towards the" traditional" virtues 
of craft skills rather than to the development of new management 
skills incorporating the benefits of the adoption of new 
technologies.
The focus of the work will relate the CATPAC project 
findings to the major areas of impact on the role of information 
technology in relation to decision making. The effects of the 
introduction of this technology on the overall organisation and 
to the unit catering work group. The changes in roles within the 
organisation as the result of greater access to information and 
whether or not the technology has changed the way people make 
decisions.
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CHAPTER 1 INTRODUCTION
CHAPTER 1 INTRODUCTION
1.1 Introduction
The purpose of this study is to examine critically the 
relationship between the CATPAC Project and the observed 
changes arising within the Army’s catering organisation at 
all levels subsequent to the introduction of a microcomputer 
based catering information system.
In preparing for this work much of the current 
literature on the impact of technology, and computers in 
particular, has been considered. The work of Enid Mumford 
as one of the foremost researchers in the area of technology 
impact studies has proved to be a fertile ground in 
providing directional pointers for important areas to be 
examined.
The relationship of information technology with the 
Hotel and Catering Industry, of which the Army's catering 
organisation is a part, has not been widely examined by 
researchers. Gamble(x ) of the University of Surrey is 
perhaps the most notable in this field. Whitaker(2 ) in her 
work with the Innovation Research Group of Brighton 
Polytechnic, into the Impact of Information Technology on 
the Hotel and Catering Industry, also provides a valuable 
insight into the rate of adoption, diffusion and acceptance 
of information technology into the industry. A number of 
important points emerge from both authors in relation to 
this study:
* The scale of implementation of the CATPAC system 
makes it probably the largest replicated stand
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alone system in the United Kingdom if not in 
Europe.
* The hotel and catering industry has been slow to
adopt the new information technology.
* As an industry it is in the very early stages of
technological change.
* The degree of use is limited to the basic clerical
type of activity, little use is made of systems as 
management tools or in management decision making.
* The major factors that prompted the decision to
adopt computer based systems were economic or 
organisational where such introduction was seen as 
a control mechanism.
* The impact on employment levels has to date been
very limited, although savings in staff have been 
noted in a number of the clerical and 
administrative staffs.
* A qualitative change in the nature, status, skills
and job satisfaction has been recorded where 
tedious clerical activity has been replaced with
activities associated with higher status computer 
staff.
Although the work undertaken has of necessity been
limited in scope, it does focus on the areas of major
recorded impact and provides comparators for this study that
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is taking a micro view of the Army's attitudes rather than 
macro industry view. Given the nature of the Array 
organisation the findings of this study should provide a 
useful insight into the problems and benefits arising from 
introducing information technology into not only a catering 
environment but into a large bureaucratic organisation.
1.2 The Aim
Given the limited empirical research work undertaken in 
the area of the application of Information Technology(IT) to 
the Hotel and Catering Industry and the total lack of 
research into the impact of the introduction of IT within 
the British Army, the aim of this work is to contribute to 
these discussions by focusing on the one project that spans 
both of these unique aspects.
1•3 Methodology
The initial aspects of the work took the form of a 
literature search, using the online facilities of the 
Defence Research Information Centre to isolate key 
references in both generally available literature and 
military material on a restricted distribution. This led in 
turn to an extension of the review of literature using the 
University Libraries of Surrey and the Royal Military 
College of Science - Cranfield, and the abstracting service 
of ANBAR Management Publications for periodicals and 
journals. The nature of the information considered was 
extremely extensive and can only^used selectively in this 
work.
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Considerable field research was undertaken during the 
pilot stages of the CATPAC project itself, made possible by 
the involvement of this researcher as the Project Manager 
throughout the design, development and evaluation stages. In 
addition field trips were undertaken in the United States at 
the invitation of the US Department of Defence, and in the 
UK to military research agencies and civilian catering 
organisation involved in developing or procuring similar 
systems for commercial applications. Other Government 
Departments and publicly funded institutions were contacted 
to discover if any similar work was being undertaken and 
although general interest was expressed no actual work was 
being conducted. During the procurement phase of the project 
all potential major computer manufacturers were visited and 
technical assistance and advice was readily forthcoming.
Specific methodologies used are described in the 
relevant sections below but in general terms the research 
was conducted using a wide variety of techniques ranging 
from self completion questionnaires, through participant 
observation to unfocussed interviews conducted by
independent researchers. Valuable assistance was forthcoming 
from the research unit of the Hotel Catering Training Board, 
and the US Army Research Centre, Natick.
1.4 The CATPAC Project
In 1982 the author considered the Application of
Microcomputer to Army Feeding Management as a final year
thesis, for a BSc (Hons) at the University of Surrey. This 
dissertation subsequently formed the basis for a Preliminary 
Study Report(PSR) and a priraa facie case for a trial of the
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concept and a Full Study Report (FSR). Ministry of Defence 
authority and funding for the trial and subsequent study was 
granted in January 1983. The project team assembled in 
September 1983 commenced work under the direction of a 
project steering committee and with agreed terms of 
reference. A copy of the terms of reference are in Annex A.
Delays in the procurement of the trial microcomputers 
until December 1983 resulted in a slight slippage of the 
installation for the first pilot units but did allow time 
for the pre trial evaluation activities to take place. The 
project team was a small, three man team consisting of the 
project manager and two senior non commissioned officers, 
neither of whom had had any microcomputer experience.
1.4.1 The Aim of the Project
The project team were to study the requirement for 
microcomputer facilities within the unit catering
organisation in accordance with the MOD guidelines for such 
projects.(3 ) This entailed an analysis, using the 
conventions of Standard Systems Analysis and Design 
Methodology (SSADM), of the current management and
accounting systems in use in the unit catering organisation 
to determine the means by which a microcomputer based 
catering management information system could assist in those 
management and administrative tasks.
Another aspect of the study was to determine the
potential scope for an Army wide implementation of the 
system, the type and configuration of the equipment 
required, and a 'cost benefit' analysis over a ten years.
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1.4.2 The Project Timescale
The project commenced formally in March 1982 with the 
publication of the PSR and will be completed in terms of the 
first generation of CATPAC by December 1988, following the 
implementation of 326 stand alone microcomputer systems 
throughout the Army. The major milestones and phases of the 
project are shown in Table 1-1. It may be noted that the 
time scale of this project from conception to total 
introduction is relatively short especially in terms of 
public sector and MOD projects. No conclusions can 
necessarily be drawn from this other than it was fortuitous 
that the project was championed by a set of individuals who 
were totally committed and enthusiastic, with every 
confidence of its value and ultimate success. This 
commitment seen against the historical stage in 
microcomputer development where the potential was being 
commercially explored and the price barrier eroded provided 
a unique set of circumstances that fostered the system's 
development.
1.4.3 The Pilot Systems
An integral element of the project was to trial a 
number of commercially available catering information 
systems in a variety of Army units. This was designed to 
complement the FSR and to provide very valuable research 
material for subsequent development and final procurement. 
The trials took place in Catterick Garrison North Yorkshire 
in six installations that were deemed representative of the 
major types of Army units.
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Table 1-1 
CATPAC PROJECT - MILESTONES
1982
March
July
November
December
Initial paper presented for evaluation 
Report accepted as PSR
Report presented to ADP Committee for 
acceptance
Approval for Full Study and Trial
1983
March
April
September
November
Authority for Equipment procurement 
Selection of Study Team 
Project team assembles 
Delivery of Trial Equipment
1984
March
May
August
November
Phase 1 Unit trials commence 
Phase 2 commences 
Phase 3 commences 
First draft of FSR
1985
March Presented FSR for approval
1986
January Project approved by HM Treasury 
Operational Requirement issued 
Contract Awarded
1987
March World wide implementation commences
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This ranged from small units with a total complement of 
120 men to a very large training organisation and a military 
hospital. The units themselves are described in detail in 
Chapter 4. The aim of these installations was:
* To evaluate the logical concepts of a 
microcomputer based catering information system 
and to test practically those concepts within the 
management of Army feeding.
* To evaluate the functional tasks that the computer
based system can perform.
* To design, write and validate the software
required for the Army's food accounting system, 
meeting the current regulatory requirements.
* To evaluate the commercial software in terms of:
o reliability
o sophistication and flexibility
o ease of operation
o capacity for modification and
enhancement
* To evaluate the commercially available hardware in
terms of its reliability and suitability for a 
military catering environment.
Based on the experience gained in these pilot 
installations a comprehensive Army wide implementation plan 
was developed, that included the short and long term 
training requirements and a comprehensive validated recipe
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and ingredient database.
Each installation was originally planned in three 
phases, each of three months duration but following the 
initial phase it was realised that significant research 
benefit could be realised if one installation was allowed to 
act a control system and to continue throughout the pilot 
stage. It is the research conducted during this phase that 
forms the basis of the empirical evidence used in this 
study.
1.4.4 Full Project Approval and Systems Procurement
Following the publication of the Full Study Report 
(FSR) in March 1985(4 ) full project approval was sought 
through a number of Army committees and finally HM Treasury. 
The estimated life costs of the project were £4.145 million 
with the initial Costs of hardware and software of the order 
of £2.278 million. As with all MOD projects of this type 
the bids for this scale of funding had to be made at the 
time of publication of the PSR. This early bid for funding 
was another significant factor in allowing the project to 
meet such a short timetable. In subsequent years the demand 
for IT funds within the Army has escalated to a point where 
demand now significantly outstrips supply. The approval 
process took 9 months culminating in January 1986 with the 
publication of the Operational Requirement and the formal 
invitation to tender. The systems procurement was governed 
entirely by the guidelines issued by the Central Computer 
and Telecommunication Agency (CCTA) and took the form of an 
Open Tender Contract that, owing to its size and financial 
value, had to be advertised throughout the EEC. The
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procurement procedures and tender evaluation timescale were 
contractually fixed, resulting in the formal award of 
contract taking place in October 1986. An indication of the 
commercial potential of the project can be gauged from the 
responses to the invitations to tender, when 56 companies 
expressed interest. Of these, 29 submitted proposals and 
following a comprehensive evaluation of those proposals by 
the Project Procurement Committee, six were short listed. 
One company subsequently withdrew prior to demonstration and 
benchmark testing. An example of the hardware proposal 
evaluation format with some brief notes is in Annex B.
The next stage in the procurement process was the 
benchmark testing and performance evaluation of the 
suppliers proposed solutions. Two software benchmark test 
were used, one a CCTA standard COBOL benchmark test, the 
other written by the project team to simulate the most 
demanding and complex processing activities required of the 
CATPAC system. The suppliers were given copies of the 
benchmark tests at least a week in advance of the timed 
tests and demonstrations. Manufacturers then formally 
agreed the times for each of the tests involved. Although 
the tests in themselves were not a major feature of the 
final evaluatipn of the suppliers actual tenders, they did 
provide a performance ranking table and a device to ensure 
that all of the mandatory specifications of the OR were met. 
Having reached a formal Memorandum of Agreement (MOA) with 
the short listed companies, the suppliers responded with 
their final tender documents. The procurement committee 
having agreed with the suppliers the criteria for final 
selection and award of contract, made its decision. The 
contract was awarded to Apricot Computers pic in the October
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of 1986.
As complementary activities during the procurement 
process the implementation teams were formed and preparatory 
training and validation work was undertaken. The projects 
manpower strength had now risen from the one officer plus 
two, to one officer plus eleven. This group formed three, 
three man teams each having a responsibility for
implementing the systems in different areas, supported by a 
three man project technical and administrative cell. The 
outline implementation timetable showing the
responsibilities of the teams is in Annex C.
1.4.5 CATPAC and Microcomputer Developments in the MOD
It is important to put the impact of this project in 
terms of microcomputer applications within the MOD into 
context to appreciate the unique position this project 
holds.
CATPAC is the first stand alone microcomputer based 
system to be implemented in every Army unit world wide, 
designed to provide functional logistic support. As such it 
leads the field within the MOD not only for a catering
information system but in the general service support areas.
The RAF having been invited to participate in the project 
have accepted the CATPAC system with minor modification for 
their own catering organisation. Unlike many commercial
organisations cited by other researchers, where hotel and 
catering firms have been slow to adopt information 
technology, within the MOD the Services catering 
organisation are in the forefront of such introduction.
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1.4.6 CATPAC - The Systems Requirements
The systems requirements for the CATPAC system were 
developed from the conceptual outline presented in the 
Preliminary Study Report followed by a detailed systems 
analysis of the users requirements. On the basis of this 
work it was concluded that the CATPAC system should provide 
a comprehensive management information system related to the 
management, operational, and accounting controls of Army’s 
catering operation. Thus the system developed with a
software house specialising in computer based systems for 
the Hotel and Catering Industry, is based on a comprehensive 
database of all ingredients and recipes in use throughout 
the organisation for the following activities:
* Meal and Menu Planning
o The compilation of menus from an index of
recipes.
o The storage of a cycle of menus
o The calculation of the specific ingredient
requirements based on a compiled menu.
o The generation of a stores requisition to
meet the ingredient requirements.
o The costing of individual recipes
o The costing of total meal requirements.
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o The ability to plan costed meals for:
Exercise Commitments 
Special Functions
o The analysis of historical data to indicate
food usage by type, and to provide a database 
for developing a demand model.
Unit Food Accounting. The requirement is to 
automate the clerical calculations associated 
with the Army's system for food accounting whilst 
complying with the current accounting regulations. 
This includes:
o The calculation of a daily entitlement to
income based on ration returns and allowable 
supplements, against unit food expenditure by 
suppliers, with a computation of the 
appropriate credit/debit balances.
o The maintenance of all unit ration accounts.
o The generation and printing of monthly
accounts for all unit requirements.
o The generation and printing of the monthly
account reconciliation (AF 9724).
o The preservation of a satisfactory audit
trial.
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Food Stock Management - Inventory. This sub-system
will be required to:
o Control and document all food stock items by
classification and individual item.
o Record and cost all food stores transactions
throughout the unit.
o Calculate values of stores issued, held and
demanded, with the automatic updating on 
price changes.
o Maintain food stores levels issued to sub­
unit locations.
o Recording of Stock Movements. To
automatically record at the point of entry or 
exit from the stores, all stock movements by 
destination ingredient types and costs.
o Generate purchase orders based on re-order
levels.
o Record purchase orders status, ie., 
deliveries awaited, and those partially 
fulfilled.
o Update stock levels on receipt of purchase
orders.
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o Calculate stock-usage data and generate stock
usage reports.
o Prompt for unit stock checks and generate
period end reports.
Staff Planning. This sub-system will be required 
to :
o Maintain a unit catering profile.
o Maintain staff rotas, record of hours worked,
holidays, duty cook etc.
Planned Maintenance. This sub-system will be 
required to:
o Control and record planned maintenance and
cleaning routines, and the recording and 
updating of the equipment repairs, requested 
and completed.
Activities Diary
o Maintain a daily record of unit catering
activities, recording all pertinent data for 
special functions, exercises, duty cook, and 
non-catering activities.
Consolidation of Patient Menu Choice (Hospitals 
only)
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o To consolidate the individual patient choices 
by meal types, to form the basis of meal 
production.
1.5 The Army’s Organisational Characteristics
The CATPAC Project is concerned with introducing a new 
technology into the workplace, a workplace representing the 
catering industry that has been cited as traditional and 
resistant to change. As Pine states:(5 )
" Catering has traditionally been viewed as a low
technology industry."
Poole(s ) would take this further by claiming that it 
is because of the low technology nature of the industry, 
that it is not involved in innovation based on scientific 
research and development. Accepting these assumptions, it is 
also necessary to consider the other dimension of the CATPAC 
project, that of introducing a new technology into the 
bureaucratic organisation of the Army.
1.5.1 The Array - Culture and Structure
Military organisations are the authority-based 
bureaucratic model typical of public service organisations. 
Weber(7 ) the founder of the study of bureaucracy, gave a 
generalised description of an ideal bureaucracy in which he 
identified a number of distinctive characteristics. These 
are:
(C) P.A. Jones Page 16
CHAPTER 1 INTRODUCTION
* The organisation operates according to a body of 
laws or rules, which are consistent and have been 
intentionally established.
* Every official is subject to an impersonal order 
by which he guides his actions. In turn his 
instructions have authority only insofar as they 
conform to the generally understood body of rules: 
obedience is due to his office not to him as an 
individual.
* Each role or position has a specified sphere of 
competence, with obligations, authority, and 
powers to compel obedience strictly defined.
* The organisation of offices follows the principle 
of hierarchy: that is, each lower office is under 
the control and supervision of a higher one.
* The system serves as a career ladder. There is 
promotion according to seniority and achievement, 
promotion is dependent on the judgement of 
superiors.
* The official who, in principle, is excluded from 
any ownership rights in the concern, is subject to 
discipline and control in the conduct of his 
office.
The Army is almost the archetypal Weberian model in
that it is a bureaucracy characterised by the legitimacy of
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its authority, codes, rules, regulations and manuals by 
which the organisation is governed. This formal structure 
described in terms of relationships and structure can also 
be related to a number of theorists. As a mechanistic one 
in Burns and Stalker1s(a ) terms; a 'role culture* using 
Handy's(®) classification of organisational cultures as a 
reflection of the structure and set of systems; and a 
'formalised centralised* organisation using Perrow's (1 0 ) 
model of task structure and interrelationships. All of these 
organisational models evince a high incidence of formal 
procedures for roles, communications and procedures that 
work effectively in a stable environment. This stability is 
guaranteed where an organisation can control its own 
environment. The Army and more specifically the Army's 
Catering Service is responsive to the political and economic 
constraints imposed externally on the Army and indeed 
internally by the Army itself. These factors are 
increasingly affecting the organisation's ability to control 
its own environment and therefore in turn its stability. In 
this context Bennis C11) has argued that bureaucracy is a 
social invention perfected during the Industrial Revolution 
to organise and direct the activities of the business firm. 
It draws power and influence through rules and legislation 
and is now out of joint with contemporary realities.
The culture and structure of the organisation 
conditions its ability to respond to the changes in its 
environment. The unit catering work group exhibits all of 
the characteristics of the mechanistic structure and role 
culture as a sub group within the larger bureaucratic model 
of the Army. The conventions of organisational theorists 
would therefore suggest that the introduction of a new
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technology will affect the stability of the organisation. 
Additionally if the organisation is to respond and take 
advantage of this technology it will have to effect change 
in both its structure and culture.
The rate of adaptation towards a more organic 
structure and task culture will be dependent on the 
recognition of the need to change and a proactive rather 
than reactive attitude to affect that change. As Handy (12 ) 
suggests, diversity in the environment requires a 
diversified structure with different cultures for different 
situations. Lawrence and Lorsch (13) support this by 
concluding that the structure of an organisation is not an 
immutable form, but rather a set of complex variables about 
which managers can exercise a considerable choice.
Accepting that premise it is possible to suggest that 
the catering work group could move towards a more flexible 
adaptive task orientated culture, within the the overall
bureaucratic structure of the Army. The success of this
adaption is likely to owe more to the informal rather than 
the formal organisation structure.
1.5.2 The Informal Structure
Organisations in addition to having a formal structure, 
have an informal or operating structure that usually 
deviates from the formal description and structure, yet is a
reflection of the social interactions and attitudes of the
members of the organisation. Selznick is quoted by Burns 
and Stalker on this as :(14)
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"All formal organisations are moulded by forces 
tangential to their rationally ordered structures and 
stated goals. Every formal organisation, trade union, 
political party, army, corporation etc. - attempts to 
mobilize human and technical resources as the means for 
the achievement of the ends. However the individuals 
within the system tend to resist being treated as
means. They interact as wholes, bringing to bear their 
own special problems and purposes... It follows that 
there will develop an informal structure within the 
organisation which will reflect the spontaneous efforts 
of individuals and sub groups to control the conditions 
of their existence."
Given the social and technical groupings associated 
with different military ranks or functional employments, the 
complexities of this informal structure are constantly
changing. The mess structure of Army culture, where the
differing ranks have clearly identified social groupings, 
and rules that govern those groupings, is the result of
formal organisational regulations (1 S ). It does, however, 
support an informal structure based on that social grouping. 
A model of the mess structure is at Figure 1-1.
The informal activities associated with technical or 
functional employments cross the defined rank and mess 
structure and provide a common ground within which formal 
authority relationships are less rigidly enforced. These 
cohesive groupings are the employment groups, such as 
catering, where the internal relationships are technical 
production orientated, focusing on the provision of a 
service to other elements of the organisation. As Salaman 
(ie) has commented,
'People who are members of the same occupation or who 
work together, have some common life together and are 
to some extent, separate from the rest of society'.
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Figure. 1-1.
The Army Mess Structure
Officers Mess Commissioned Ranks
Warrant Officers and 
Sergeants Mess
Corporals Mess
Soldiers Mess
Non Commissioned 
Ranks
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It is possible to interpret this observation at several 
different levels. The Army by its easily recognised 
conformity to a common cultural identity, is definitively 
viewed by society and those people within the Army as 
separate. At the work group level as Nailon i1 7 ) has 
suggested, those involved in the hotel and catering 
industries are separated from society by the status the 
community affords those occupations and the unsocial hours 
worked. Such observations hold true for the catering work 
group within the Army, therefore it could be considered that 
the Army's catering service has a unique cultural 
identity, reflecting the wider cultural modes of the Army 
and the socio-technical aspects of Woodward's (18) 
independent work groups. It is interesting to note that a 
comparison can be made between Woodward's conclusions on 
work groups involved with unit or small batch processing, 
with the attributes of the average unit catering work group. 
Woodward concluded that where the structures were in line 
with the technology, and where small batch unit production 
systems were in operation and the average number of people 
controlled was 21-30, the unit was effective. Army units 
have military catering staffs that will fall within that 
banding, and are all unit or small batch production systems. 
Assuming that they are relatively efficient in Woodward's 
terms, the introduction of new technology will fundamentally 
change the nature of the work rgroup.
1.5.3 Power and Authority
The terms power and authority are often confused and 
are frequently interchanged when describing people and 
organisations. However it is important in the context of
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exploring the relationships of the catering work group 
within the Army's hierarchical structure to draw a 
distinction between these two notions.
The presence of rules implies that an authority has a 
power to apply those rules and apply sanctions in the event 
of their contravention. A relationship exists therefore 
between superordinates and subordinates in an organisation, 
based on conferring the right of authority and obedience to 
the superordinate. Such obedience acknowledges the 
legitimacy of that authority. Fayol(19) describes authority 
as the "right to give orders and the power to exact 
obedience"
Authority can also be seen in the context of 
responsibility, Drucker (2° ) writes:
"...responsibility also implies authority. One does not 
exist without the other. To assert management's
responsibility in any area is therefore to assign its 
authority to the area in question."
Of the three ideal types of authority characterised by 
Weber (21) as charismatic, traditional or national-legal (or 
bureaucratic) the last describes obedience to the legally 
established impersonal nature of things. Authority is 
exercised through a 'office' or 'position' which an
individual occupies, and not by the innate character of the 
person holding that office. The discretion of those 
superordinates is governed by a clearly defined system of 
rules and regulations. An example of this in the Army 
context is the role or position of the unit Commanding
Officer. Usually a Lieutenant Colonel in rank he exercises
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authority as defined by Queens Regulations for the Army, not 
by virtue of his rank but entirely by virtue of his position 
or 'office1. Other Lieutenant Colonels not designated 
Commanding Officers do not have the same authority. A 
strong connection can be seen between national-legal 
authority and the bureaucratic organisation structure.
The individual hierarchical roles or positions confers 
a legitimate authority within the organisation and the 
rights of that role. In military terms, this includes the 
right to 'charge' or accuse a subordinate and to seek legal 
redress under the defined codified military laws (22). The 
rights associated with the key roles identified in the unit 
catering organisation are both the rights of rank within the 
Army's hierarchical rank structure, and the rights of the 
position, in terms of the technical role played.
Power in organisations can be described as the ability 
to regulate the behaviour of others either by, in French and 
Raven's (23) terms physical, expert, position, personal or 
resource power. Role or position power, as legitimised 
power, is supported in the military context by the sanctions 
and punishments that are legitimately codified as being 
available to that rank or position. A commanding officer, 
may summarily try a soldier charged or accused of an offence 
against the military law, and sentence that soldier to loss 
of privileges, a fine, a reprimand or detention up to 28 
days with loss of pay. Compliance with such 'formal 
legitimate power' is to some extent a function of the 
sanctions of physical power but to a large extent a function 
of generalised habits and attitudes towards symbols of 
authority. (24).
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Similarly power can be conferred to technical roles as 
well as legitimate authority positions within the 
organisation where the specialist or expert has advisory as 
well as direct management responsibilities. The Commanding 
Officer, for example, will invariably take expert 
professional advice on catering matters, prior to reaching a 
decision. Once that decision is reached, with the
acknowledged advice of the Master Chef, the Master Chef 
assumes an element of the Commanding Officers' authority in 
implementing that decision.
It is in the terms of the power to influence especially 
in the context of expert and resource power, that are of 
particular consequence in this work. Position power, and 
physical power are well understood in the bureaucratic 
context however power derived from the control of a 
resource, even the unseen resource of information, and that 
derived from being the expert, gained through acknowledged 
ability, may well induce conflict in the relationship with 
the legitimate power ascribed to the Army and the catering 
work group,
1.6 Some Initial Propositions
From the theoretical discussions of organisational 
cultures and authority/power relationships, it is possible 
to suggest outcomes in terms of the introduction of the 
CATPAC system. In making these propositions the intention is 
to test the outcomes against the actual research findings to 
confirm or further question the theoretical basis of those 
propositions. These propositions use the work of Burns and
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Stalker in differentiating between mechanistic and
organismic organisatipns; Handy*s reflections (2S) on 
organisational cultures; and the commonly agreed concepts of 
authority and power. Based on this it is possible to 
postulate that the introduction of the new microcomputer 
based system will:
* affect the stability of the unit catering 
organisation in terms of the socio-technical work 
group.
* cause the reassessment of the proscribed roles 
involved,. leading to changes in tasks, 
responsibilities and relationships within the 
organisation.
* cause changes in working practices and procedures 
that will occur rapidly, leading to unfamiliar 
problems and uncertainty. The bureaucratic 
organisation (mechanistic) will not have 
prescribed procedures for dealing with these 
changes and dysfunctions will result.
* an organismic informal structure will adapt to 
these changing conditions, and a lateral rather 
than vertically based communication system will 
evolve between the work groups rather than via the 
formal organisation.
* the content of the informal communications will be 
information and advice rather than instruction and 
decision.
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the microcomputer system will form the catalyst 
for other areas of organisational change.
this change will be from the traditional task 
culture towards the role culture model.
the catering work group will develop new experts 
in the use of the technology, outside the 
traditional craft skills base of catering. Such 
developments will affect the hierarchical 
superordinate and subordinate relationships 
leading to conflicts in the position authority and 
power relationships.
resource and expert power will develop outside the 
traditional authority relationships.
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2. INFORMATION SYSTEMS AND MANAGEMENT DECISION MAKING
2.1. Introduction
The purpose of this chapter is to relate the practical 
case study material arising from the CATPAC project to the 
wider context of the development of information systems and 
to consider the effects of these systems on managerial 
decision making. Thus this chapter has the following main 
objectives:
* to define the terms used within the context of
the study.
* to provide a brief historical development of the
technology of gathering, collating, processing and 
distributing information.
* to discuss the role of management and the decision
making process.
* to discuss the role of information systems and
their design, on the nature of the information 
provided and the resultant impact on the decision 
process.
* to consider the organisational challenges for
those responsible for introducing and supporting 
the technology associated with information
systems.
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2.2. Definition of Terms
In view of the ambiguity that often surrounds the usage 
of terms associated with information, including Information 
Technology (IT) Information Systems (IS) and Management 
Information systems (MIS), it is important to discuss these 
distinct and separate concepts and draw suitable definitions 
for use within this study.
2.2.1. Data
Data has been defined by Burch et a K 1 ) as;
"The language, the mathematical symbols or other 
symbolic surrogates which are generally agreed to 
represent factors concerning people, objects, events 
and concepts. "
Another definition used by Blumenthal(2 ) in his work on 
management information systems states;
"A datum is a raw uninterpreted statement of fact. "
These definitions draw heavily on the concept that data 
is a raw and unprocessed statement, representative of facts 
in some way, but requiring processing to give that data 
meaning to the recipient. It is here that the
relationship, yet fundamental differences between data and 
information can be drawn.
2.2.2. Information
Burch et al(3 ) in their definition distinguish between 
information and data by showing the inter relationship of
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one with the other.
"Information is the result of modelling, formatting, 
organising or converting data in a way that increases 
the knowledge level of the recipient. "
Blumenthal(4 ) emphasises the inter relationship where 
he defines information as;
"related or interpreted within context to convey 
meaning."
Both definitions confirm the concept that information 
is the result of organising and interpreting data in some 
way as it is relevant to the recipient. Both Burch et al 
and Blumenthal relate the importance of information to the 
use of that information to "increase the level of 
knowledge" and "convey meaning".
Booth(5 ) in his definition introduces the concept of 
information as an essential element of the decision process 
when he defines information as;
"Statements describing events or objects that affect 
the process of thought and action that form managerial 
decision making."
Within these definitions it is possible to distinguish 
between types of information. Information that is produced 
from objective data can be described as "formal
information" as it is derived by the subjective
interpretation from an objective base. While "informal 
information" is that information which is derived
subjectively from a subjective base. Such informal 
information does not result from the systematic gathering of
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data, but is information individually culled from direct 
personal contact, opinion, hunches and hearsay. Whilst 
outside the normal concepts of an information system it is 
often such "informal information" that forms the basis of 
managerial decision making, where unsupported supposition 
is presented as fact. This has been noted by Banbury(6 ) 
who in distinguishing between the formal and informal notes 
that in all organisations, informal information systems 
exist and may play a vital role in that organisation but by 
definition are not designed. LandC7) emphasises this where 
he refers to the ’designed* system as being the formal, rule 
based element, whilst the ’undesigned* informal system 
reflects the need to provide evaluative information about 
the real world, and often substitutes for the formal system, 
in areas of high discretion. The differences in information 
dependent on its source and accuracy should be recognised 
by the decision maker in terms of the judgements based on 
that information. Both the formal and informal systems are 
important in the forming of decisions.
Information must fulfil the role of communicating data 
in such a way as to be immediately useful and increase 
knowledge levels in support of a decision process. Marion 
Harper(8 ) neatly summarised the value of information by 
stating;
"To manage a business well is to manage its future; and
to manage its future is to manage information."
It has been argued that information is the new basic 
economic resource that supplements other scarce resources 
and will indeed in the future supersede other resources in
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terms of its relative value to a business organisation. 
Stores of information collected and collated by the 16 
million "knowledge workers" that Sarson(9 ) now calls office 
workers, represent a new type of transactable commodity. 
The control of these information stores and the electronic 
processing facilities associated with them will become a 
significant source of both social and economic power.
Information in addition to becoming the organisational 
resource will, according to Tricker and Boland(10) be the 
key to managerial effectiveness. The volume of information 
now available requires a new set of management disciplines 
and skills if managerial effectiveness is to be maintained. 
Hampel(11 ) has suggested that the 1980's should be called
the decade of information and that quick access to 
information, the ultimate product of post industrial 
society, has been given a boost by the convergence of 
computer technology with communications.
Rather than precisely defining information in the 
context of this study, it has become clear that in any 
discussion on information the concept becomes multifaceted 
and ambiguous. Essentially it deals with the transmission 
and interpretation of data, where that communication is 
designed to inform and increase knowledge levels.
Hampel(12) defines this as;
"The identification and use of information about events 
and measurements by techniques that increase our 
knowledge, understanding, and ability to simulate and 
predict social and natural phenomena. "
This tends to presuppose the acceptance of management
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information as part of a cognitive and cultural framework 
and that management information will be a requirement of a 
decision process. As Sarson suggests one of the problems 
of the "new knowledge based society" may be that the 
relevance of information may be obscured by sheer volume 
and therefore the value of some information may be lost to 
the decision maker. The question of quality and value of 
information will be discussed later in this chapter.
2.2.3. Information Technology(IT)
The use of the term Information Technology(IT) is a 
recent adoption coined in the late 1970's by the computer 
industry as an attempt to describe rapid technological 
developments in the handling of information. As with many 
jargon words its actual origin is obscure and its value 
perhaps debased by over-wide application. The term has come 
to represent almost anything with an electronic component 
content and refers to the nexus of modern technology, 
electronically based, including computers and
telecommunications. Following Information Technology Year 
in 1982 a MORI poll reported by the British Institute of 
Management, suggested that the term was recognised by 62% of 
the population. Given this wide recognition and imprecise 
use it may be appropriate to consider a number of 
definitions of the term. The Dictionary of Computing,(1 3 ) 
defines IT as;
"The field of creating systems and devices for use in
storing and disseminating information. "
Piercy(14) in an attempt at a suitable working definition
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for his book 'The Management Implications of New 
Information Technology' suggests that the definition 
supplied by the Department of Industry in 1982, IT year, 
may be a suitable starting point;
"Information Technology(IT) is the coming together of 
the existing computing, communication and control 
engineering technologies. It affects the way we live, 
work and enjoy ourselves and our future ability to
compete in the information society*. "
Piercy suggests that while such a definition may be 
ingenuous to the point of being simplistic, it does contain 
two factors of central importance; the convergence of
previously separate technologies, and a broad pervasive 
impact on society. As it has been described, IT has rather 
evolved with a degree of ambiguity and conceptions that 
make it difficult to adopt one single definition in the 
context of this study. The use of the term 'technology' for 
example has a distinct connotation in common usage, but as 
Winner(xs) has suggested the use of the word has become so
broad that it has become almost meaningless. He argues that
three distinct concepts should be separated in the usage of 
the word. These are, the use of technology as an apparatus 
(tools or physical devices), the use of technology as a 
technique (skills procedures and routines) and as an 
organisation that describes the social structures that are 
used to create technical productive ends. Pine(16) supports 
this view and introduces the influence of people by 
suggesting that;
"technology is also to do with methods processes and 
organisations, directly affecting people and itself 
being affected by them."
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By adopting the view that information is data presented 
in such a way as to increase the knowledge of the decision 
maker and incorporating Winner and Pines arguments on 
technology a definition can be arrived at as;
"Information Technology (IT) is the systematic 
treatment of data, utilising the available material and 
social technologies, to manipulate information in such 
a way as to increase the knowledge level of the 
recipient. "
2.2.4. Management Information Systems.
The provision of information in support of management 
is not a new activity. Every organisation functions either 
because of or perhaps in spite of the information it 
records, collates and disseminates. In 1948 Weiner referred 
to the importance of information when he argued that any 
organism is held together by the possession of means for the 
acquisition, use, retention and transmission of information.
However for two decades the concept of systemising 
information to make it more accessible and therefore, more 
useful has been considered largely in the context of the 
application of computers to business operations. As the 
latter statement would suggest, it may be argued that the 
impetus for the development of management information 
systems, was not the managers expressed needs but the 
introduction of mechanisms capable of providing
information. A number of researchers have noted that the 
introduction of computer based information systems, in 
particular where such systems have 'mechanised* existing
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manual systems, have not met management's expectations as 
an aid to the managerial decision making process. Indeed 
Lucas(17 ) suggests that the early promise of management 
information systems has never been fulfilled. He considers 
that neither managers nor systems designers knew what 
information a manager needed, nor how to provide it through 
a computer. The emphasis of systems was on the large scale 
processing of transactions associated with the business, and 
on limited forms of control systems. Buchanan has suggested 
that attention is devoted to technological innovation rather 
than the purpose to which such innovation should be put;
"The research shows that popular predictions about the 
radical and automatic advantages of new technologies 
are exaggerated. . . management has a choice of means
and ends in the use of new technology; these choices 
can and should be identified and evaluated in advance 
of change.(XB)
Whilst the concept of management information systems 
has received a great deal of attention the use of the 
phrase MIS continues to have a variety of conceptual 
interpretations. Kenevan(19) defines an MIS as;
"an organised method of providing past, present and 
projection [sic] information relating to internal 
operations and external intelligence. It supports the 
planning control and operation of an organisation by 
furnishing uniform information in the proper time frame 
to assist the decision maker."
A much shorter definition is provided by Losty(2°) who 
defines a management information system as;
"a system of information inputs to managers designed to 
assist them in their task."
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Bridgeman and Green (2X) elaborate on this by proposing 
that a management information system is;
"an information system making use of available 
resources to provide managers at all levels and in all 
functions with the information from all relevant 
sources necessary to enable them to make timely and 
effective decisions for planning, directing and 
controlling the activities for which they are 
responsible. "
In all of these definitions, the common threads appear 
of the provision of relevant information to the decision 
maker, and the use of relevant information in the decision 
process. Computers have come to represent the mechanism 
for the provision of information in that they have become 
almost synonymous with the general concepts of management 
information systems. Stern (22) described a MIS as;
"an automated system which presents information both 
internal and external to the business, that aids in 
making a specific set of routine decisions. "
Goldstein (23) however argues that computers;
"have given man more time to think by relieving him of 
many highly repetitive clerical tasks and they have 
also made it easier by providing relatively quick 
access to large databases. "
Even these benefits are only available to those willing 
to deal with a computer on its own terms. Given that the 
provision of information is essential and that currently 
the rapid processing of raw data into information can be 
best achieved by using a computer based system, the 
assumption that a MIS will be computer based follows
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logically. This approach leads to serious deficiencies. 
The requirement is for a system to extend the bounds of a 
computer based system towards a man- machine system that 
recognises the interaction of man and the computer based 
processing components.
The goal must be to help people think and as Wells(24) 
describes in his work on the transmission of information 
between a man-machine decision system and the environment,
"the system must be particularly aimed at assisting in 
the solution of managerial level problems. "
Booth(25) in his working definition of a management 
information system, recognises both the problem solving 
function and the man machine interaction when he suggests;
"a management information system is a man machine 
system specifically designed to formally present 
information required to support managerial decision 
making. Such a system operates within an
organisational context which includes both formal and 
informal components. "
The importance of the man element of the management 
information system has been emphasised by both Mumford(26) 
and Rowe(27). Rowe particularly in his work 'Coming to 
Terms with Computer Management Systems *, makes the point 
that people are still a key ingredient in MIS and that;
"an automated system no matter how automated does not 
substitute for management. "
Assad and Duffy(2B) in attempting to formulate a 
definition of MIS have taken cognizance of the
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technological impetus by describing the broader concepts of 
MIS and the interaction of their human and procedural 
context.
"In essence an information system is a collection of 
people, procedures, a base of data and (sometimes) 
hardware and software, that collects, processes, stores 
and communicates data for transaction processing at 
operational level and information to support management 
decision making. "
Within this definition Assad and Duffy have 
incorporated the following concepts that are relevant to 
this study.
* the what, how and why of information systems.
* the role of information systems in organisations.
* the role of information systems at the operational
and managerial level.
* the technology of information systems.
* the distinction between data and information.
* the component functional areas of MIS, of people,
information, management, decision systems and 
organisations.
2.2.5. Decision Making
To develop an understanding of the decision making 
process and the relationship between the provision of 
information and management decision will be important when 
assessing the impact of the CATPAC system. Mintzberg(29) 
among others, considers the taking of decisions to be the 
most crucial aspect of managerial work. If as already has
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been suggested the role of management information systems is 
to support the decision process an understanding of the 
concepts of decision and choice are important. Rose(30) 
suggests that;
"Decisions are acts of choice between alternative 
coursed of action designed to produce a specific result, 
and made on a review of relevant information guided by 
explicit criteria."
Ofstad (3 X ) in his book 'An Inquiry into the Freedom of 
Decision1 describes the elements of decision making in 3 
parts.
"To say a person has made a decision may mean;
1. That he has started a series of behaviourial 
reactions in favour of something.
2. That he has made up his mind to do a certain action, 
which he has no doubts that he ought to do.
3. To make a judgement regarding what one ought to do 
in a certain situation after having deliberated some 
alternative courses of action. "
Simon(32) however refers to decision making as a four 
stage process;
"finding occasions for making a decision, finding 
possible courses of action, choosing amongst those 
courses of action, and evaluating past choices. "
Using Simon's view as the basis of a definition of
decision making, it would be appropriate to suggest that 
decision making is an iterative process involving several 
elements. These include recognition of a decision making
opportunity or problem, obtaining data relevant to the
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problem, converting that data into information, seeking 
alternatives, evaluating those alternatives, making the 
choice between those alternatives and implementing the 
resulting decision. Fishburn(33) sees decision making as;
"Solving the decision model consists of finding a 
strategy for action, the expected relative value of 
which is at least as great as the expected value of any 
other strategy in a specified set. The prescriptive 
criterion of a strategy will be maximisation of the 
decision makers total expected relative value. "
This view introduces the concept of values in the 
decision process and notion of criteria which enable the 
cause and effect of outcomes from each decision to be 
measured. It is in the comparative measurement process 
that the aim must be to determine the best or optimum 
decision, given the criteria for the output or result of 
that decision. Although the process described may seem 
logical, in conceptualising the decision process, it would 
be fallacious to suggest that all decisions are taken in 
this logical sequence. Much of the decision activity relies 
on past experience and what is often described as 
'intuitive' mental activity or the entrepreneurial flair of 
the manager. Stewart(34) would even suggest that many 
managers dislike analysing decisions because they believe in 
conditions of uncertainty, flair is more important than 
logic. However it could be suggested that such a
managerial skill can no longer be solely relied on in the 
increasingly complex business environment. As Sadawski(35) 
states;
"In order to make the correct decision, with regard to 
the given criteria, we can no longer rely on intuition
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the role of management in the decision process.
2.2.7. Decision Support Systems(DSS)
Several writers have come to refer to the development 
of decision support systems as a separate function from 
that previously described as management information 
systems. Both Goldstein(38) and more recently Thierauf(39l 
have drawn this distinction by identifying the role of the 
human element within the total system. Goldstein(40) 
suggests the need to capture the creativity of man in a 
decision system when he states;
"In assembling a decision system containing both a man
and a computer, we hope to couple the creativity of the
former with the large information processing capacity 
of the latter."
Rather than merely capturing information on the 
business activity as the foundation for the monitoring and 
control process, Theirauf considers that the resultant
system should focus on supporting decision activities in 
terms of managerial problem solving at all levels. He 
would suggest that rather than assisting in the problem 
solving process many MIS only provide for operational 
aspects of control and do not enhance the decision process. 
Rather they may constrain that process in the manner and 
presentation of the information available.
Much of both Goldstein's and Thierauf's arguments tend 
to assume that the only decision activity is at managerial 
level and as such requires a high degree of judgement to be
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applied to make an effective decision. March and Simon(41) 
however distinguish two polar types of decisions, 
structured (programmed) decisions* and "unstructured (non­
programmed) decisions1, that are the extremes of the 
decision continuum. The concept will be addressed later in 
this chapter but it is relevant in attempting to draw the 
distinction between a definition of a MIS and a definition 
of a decision support system.
Rather than adopt the Goldstein/Thierauf view, it could 
be argued that all information systems should be
characterised by an ability to support the decision process 
at any point of the decision continuum. This could be
either the routine repetitive decisions or the ’structured 
(programmed) decisions* or the 'unstructured non-repetitive 
(non- programmed) decisions'. Such a concept is adding a
new dimension to the generally accepted definition of a MIS
by suggesting that in addition to providing information to
support managerial decision activity, systems may be
capable of making programmed decisions. Caution must be 
expressed however in suggesting that routine decisions are 
always of the structured or 'programmed* type. Even at 
the clerical level decisions have a political dimension.
Decision support systems (DSS) should therefore have 
the following attributes;
* to automate the routine repetitious 'non 
political' decisions(structured)
* to extend and augment the manager's capacity 
for problem solving and decision making, 
(unstructured).
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Given that a DSS should have the attributes noted 
above, some recognition must be given to the intuitive 
nature of the decision process, by considering the need to 
augment the manager's capacity for problem solving. As 
Forman(42) points out, most executive decisions involve 
simple choices based on little information and are made in 
moments without any formal analysis. But as Mintzberg(43) 
noticed major decisions that should be made on the basis of 
structured problem solving are often made in exactly the 
same way. One of the underlying difficulties inherent in 
making information systems and decision support systems more 
responsive to these intuitive needs arises from the 
historical development of systems design. This has
traditionally implied a rationality in approach, rather than 
the design of systems to cope with elements of uncertainty 
and partial ignorance.
2.3. The Historical Development of Information Systems.
Any discussion on the development of information 
systems cannot be isolated from the technology available to 
record, store, process and transmit that information. The 
physical attributes of an information system provide 
constraints on the nature of the system and constitute a 
determinant of its efficiency.
Radley(44) suggests that the gathering of data and the 
communication of information is an integral part of all 
organised human activity.
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"Within even the smallest organisations, there is a 
need for a system of collecting and recording facts and 
for the retrieval and dissemination of that collated 
information•"
The technology of recording information is a
constraint of the technological characteristics of the
society within which the information is generated and 
transmitted. Forms of recording and transmitting
information have developed through the human attributes of 
memory and story telling, to the physical recording of 
information using surrogate symbols on whatever medium was 
available. Examples of this 'keeping of records' when 
applied to a business organisation have been shown to date 
from the times of the Phoenician merchants of Ugarit and 
Byblos according to Darlington(45). In fact the earliest 
known example of writing, found on a stone, and dated from 
3500 BC is widely considered to be part of a Sumerian tax 
account.
This activity of recording information in permanent 
form is exactly the same now. It is the technology of this 
recording that has changed significantly.
Almost two decades ago Toffler (4e) amply demonstrated 
the rate of increase in the formal recording of information. 
Figure 2-1, describes the increasing production of books;
Irrespective of circumstances or technology a general 
model of the process of communication of information can be 
described in Figure 2-2 as used by Tricker and Boland <47).
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Figure 2-1
Toffler's Example of the Information Explosion
- Prior to 1500 AD 1,000 titles a year were produced in 
Europe
- By 1950 120,000 titles per year were produced in Europe
- By 1960 this figure had reached 160,000 per year
- By the mid 1960's 365,000 titles per year were being
produced world wide
Source - Toffler R, Future Shock, Pan Books, 1971
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Figure 2-2 
The Information Communication Model
Noise
Message
Source
Encoding Decoding Message
Receiver
Transmission
Source - Tricker R I & Boland R, Management Information and 
Control Systems, J Wiley, 1982
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The authors of this model, which draws heavily on the 
earlier model proposed by Shannon and Weaver, refer to 
three levels of analysis of information communication. The 
message itself, the transmission of that message, and 
thirdly the meaning perceived by the receiver of that 
information. The presence of ’noise' or distortion during 
the transmission obviously affects the meaning perceived 
and the completeness of the information received. Within 
the context of this model it is possible to differentiate 
between 'data' and 'information' by applying those 
definitions derived in the preceding section. Data is the 
form of the message whilst information is that data 
subjectively interpreted on receipt of that data.
Information systems can therefore only operate
effectively within a culture that shares norms of
perceptions, cognition, evaluation and behaviour in which 
data becomes meaningful and informative. Using the
concepts of the communication of information and Toffler's 
idea of applying a time scale to delineate changes in the 
systems of communication, it is possible to construct 
Table 2-1 indicating changes in the attributes of 
information systems.
Table 2-1 indicates the changes in the type of
information recorded and the media used. It is however the
rapid advances in semiconductor technology since 1965 and
developments in data storage technology have now made large 
scale integrated information systems, and the communication 
between such systems readily, and widely available. Man's 
capacity to generate, store, transmit and retrieve data
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Table 2-1
Changes in Attributes of Information Systems.
Period Recording
Medium
Transmission
System
Information
Conveyed
, Users
7*
Pre History Human Memory Speech/Gesture Threats
Concepts
Sumerian 
3500 BC
Stone Picture writing Laws,beliefs 
rituals,
Priests
Scribes
Egyptian 
3000 BC
Papyrus Hieroglyphic ft VI
Greco-Roman Parchment Writing Historical Administrators 
records Lawyers 
Accounts Merchants
China 
105 AD
Paper Writing 19 99
Renaissance 
1454 AD
Paper Printed word Historical
Accounts
II
Victorian 
1838 AD
Paper Telegraph Business
activity
Commerce
Victorian 
1884 AD
Lino type Printed word Recording
events/
commercial
information
Newspapers
general
public
Victorian 
1898 AD
Magnetic Tape Magnetic Tape Commercial/
Business
information
Commercial
Users
Post War 
1946 AD
Punched card 
Magnetic Tape
ENIAC (Computer) Scientific Researchers
1960 s Magnetic media Minicomputers Commercial
Business
Information
Commercial
Users
1980 s Optical Disks/ 
Lasers
Microcomputers
Communications
----------------------------------------------
IV VI
Public
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appears to have a direct relation to the rate of 
technological change. Toffler quotes examples of the very 
recent effects of the accelerating rate of technical 
change, as shown in Figure 2-3.
While these rates of technological change have been 
rapid, the effects on the organisation, control and 
structure of office work have as yet been limited. 
Mansfield(48) suggests that the significant changes arising 
from the introduction of computers into commercial
situations have led to three main structural changes.
First - Specialisation into both Data Processing, and 
routine clerical tasks. Systems Designers, input 
Clerks, users of the Outputs
Second - Increases in bureaucracy arising from the 
standardisation required in the processing of data.
Third - The centralisation of record keeping and data 
processing operations as a result of the high costs of 
the computer installation and the specialist staffs.
It is the more recent developments that are beginning 
to change the situation substantially once again, with a 
greater impact on the handling of information in the 
organisational environment. It must be noted that whilst 
the new technologies of information systems are developing 
at a geometric rate, the degree of acceptance of commercial 
and business users may still constrain the nature of 
decision support systems. The paperless office although 
technically feasible, may well be at least a decade away 
from becoming common practice, it seems that the habits of 
the last 4000 years are difficult to break.
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Figure 2-3
The Accelerating Rate of Technological Change -After
Toffler
Energy Consumption - Roughly half of the energy 
consumed by man in the last 2000 years has been 
consumed in the last 100 years.
Transportation - It took from about 6000 BC to the 
1880*s to go from about 8 mph to 100 mph. It took 
only 58 years to quadruple this speed to 400 
mph.
A further 20 years were needed to reach 
800 mph.
In the 1960's speeds of 4,800 mph were 
achieved.
Source - Toffler R, Future Shock, Pan Books, 1972
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2.4, The Role of Management and the Decision Process
It is clear that in attempting to suggest a definition 
of decision making, differences may occur between the 
concept of ’decision making*, as a rational or as a non- 
rational process especially as a managerial activity. 
Mintzberg(49) and Stewart(50) both suggest from their own 
empirical evidence that changes are occurring in the 
concept of managerial activity, from that of emphasising 
the rationality of the activity, to recognising that 
management is frequently responding to events in a manner 
characterised by brevity, variety and fragmentation. What 
managers say they do in a decision making process varies 
considerably from what they actually do when faced with the 
decision making situation.
2.4.1. Decisions as a Management Function
Ansoff (5a-) defined management as;
"basically it is a complex information processing 
system, the purpose of which is to guide and control
the performance of a business firm. "
In any organisation the basic task of management involves;
* Setting Objectives
* Developing Strategies - to accomplish those
objectives
* Design the Organisation - to accomplish those
objectives
* Allocating resources - to accomplish those
objectives
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* Provide direction and leadership
* Monitor and control performance against 
objectives
Within this management process Nailon(52) has theorised
that;
"a manager reacts to situations, or perceived future 
ones on the basis of his value system, knowledge and 
skills.”
This managerial behaviour has been defined by 
management theorists in a number of ways, but to use 
Nailon's classifications, it divides into the three inter 
related processes of;
* Initiating (Planning)
* Activating (Implementation)
* Monitoring (Control)
By adopting Ansoff's view of management as an 
information processing system and Gamble's(5 3 ) assertion
that the primary task of an information system is to 
support the decision process of the management group, it 
may be argued that managements principal concern is that of 
decision making. Simon and March suggest that although the 
actual process of choosing between alternative courses of 
action occupies only a small part of the management 
executives time, the total decision making process, 
accounts for most of what management executives do.
This is amply supported by the work of Cyert, Simon and Trow 
(5A) in their "Observations on a Business Decision" where
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they state;
"Decision making - choosing one course of action rather 
than another, finding an appropriate solution to a new 
problem posed by a changing world - is commonly 
asserted to be the heart of executive activity in 
business. "
All of the theorists support the view that decision 
making is a complex activity, that it involves the 
conscious choice of one course of action taking into 
account the values being met and the information considered 
to be relevant. However the variety and level of decision 
making within the organisational context, determines the 
nature of the decision, its cause and the effect of such a 
decision on the organisation itself.
"In short, decision making is an activity which muddles 
through incrementally within the bounded rationalities 
to merely satisficing and transient ends in a manner 
that need not be all that consistent or logical."(55)
2.4.2. Levels of Organisational Decision Making
A common approach to a conceptual framework for levels 
of decision making is to refer to a hierarchical concept of 
three levels. These levels have been commonly delineated as 
operating, tactical and strategic to relate to the classic 
pyramidal structure of an organisation. This method of 
classification has been used by a number of authors of whom 
Anthony(5S) tends to be the most widely recognised,
"Strategic Planning, management control and operational 
control tend to correspond to a hierarchy in any of 
several dimensions as to a time span of the 
consequences (long range, medium range, day to day); as
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to level in the organisation(top management, top and 
operating management, supervision); as to importance of 
a single action (major importance, medium importance, 
little importance); as to amount of judgement involved 
(great, some, none), and so on."
Both Hare(5-7) and Davis (5S) have also delineated three 
levels. This analysis may be considered to be simplistic, 
and many exceptions will be found. It does however provide 
a suitable framework for analysis and is widely accepted in 
the literature. These levels are described in Figure 2-4 
using the Anthony classification, with Hare's terminology 
in parenthesis;
Examples of the attributes of decisions taken at these 
levels are shown in Table 2-2.
2.4.3. The Role of Information in the Decision Process
From the analysis suggested in Table 2-2 decisions and 
the information available as the basis of those decisions 
can be jointly classified in the hierarchical organisational 
levels of operating, tactical and strategic. At the
operating level the data tends to be presented very much in 
the raw unprocessed form. As it progresses through the 
organisation it becomes summarised, processed into 
information and often presented in predetermined report 
formats. At the strategic level it is summarised again 
into that which is considered significant to give the
widest overview of the organisation. These changes in the
nature of information have been recorded by Rowe and
Thierauf and can be represented diagrammatically as shown
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Figure 2-4
Levels of Organisation Decision Making - After Anthony
Strategic Planning (Strategic)
"the process of deciding on objectives of the
organisation, on changes in these objectives, on the
resources used to attain these objectives, on the 
policies that are to govern the acquisition, use and
disposition of these resources. "
Management Control (Tactical)
"the process by which managers assure that resources 
are obtained and used effectively and efficiently in 
the accomplishment of organisational objectives. "
Operational Control (Operational)
"the process of assuring that specific tasks are 
carried out effectively and efficiently. "
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Table 2-2 
Levels of Decision
Strategic
1. Decisions about what the organisation does, determining the policies, responding to broad threats and 
opportunities; eg take over bid, changing the technology.
2. Longer term decisions, with a long time horizon often some years
3. The source of the data needed is in the external environment, and is often scarce
4. Large scale resources are often at risk
5. Essentially a creative imaginative, and therefore human process, processes with many 
ambiguities(Heuristic)
6. Strategic decisions are essentially one off, requiring ad hoc, usually environmental data.
Tactical
1. Decisions on how to utilise resources and their subsequent control
2. The necessary data is typically generated within the organisation
3. The scale of risk is still small in contrast to strategic decisions
4. Decisions require human mental activity to recognise needs and identify alternatives
5. These decisions need more thought than operating decisions and take longer
6. Managerial decisions tend to reoccur enabling management control systems to play a part
Operating
1. Concerned with taking immediate action
2. Time horizon is typically short
3. The decision maker tends to be in contact with his resources and data come directly from them to him
4. The scale of resources at risk tend to be small
5. The decision process is straightforward and frequently rules can be developed; the decision is 
programmable
6. Operating decisions tend to be highly repetitive, enabling detailed operating systems to be developed
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Figure 2-5
Levels of Information and Decision Making
Authority Level Type of Information Decision Level
Top Management
Plans
Summaries,Overall Reports 
Fundamentally planning 
orientated
Strategic 
[Non Programmed]
Middle Management
Management Control
Comprehensive Reports 
Fundamentally planning 
and control
Tactical 
[Both Programmed 
and Non Programmed]
Operating Management
Decision Rules
Raw data, Detailed Reports 
Control orientated
Operating
[Programmed]
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in Figure 2-5.
Reference has been made in Table 2-2 to the time scale 
of the decision activity at each of the three levels of 
decision making. In essence this would imply the longer 
the time horizon for the activity, the longer and more 
complex the decision process, suggesting a greater 
awareness of the constraints and opportunities presented by 
the external environment within which the organisation has 
to operate. Conversely at the operating control level the 
time horizon for decision making may be short, the decision 
process is routine and the activity may be less likely to 
be affected by the external environment. This multilevel 
decision activity can be shown diagrammatically as in 
Figure 2-6.
2.4.4. Information Requirements for Decision Making
Decision activity can be classified according to the 
level in the organisation at which the decision is made. 
Using the same classification, information requirements can 
be identified which support the decision activity. 
Reference has already been made in Figure 2-6 to the type 
of information required at each level, this will now be 
considered in detail.
2.4.4.1. Strategic
The characteristics of the information required at the 
strategic level can be referred to largely as "external" or
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Figure 2-6 
Multilevel Decision Making
Top
Management
Middle
Management
Operating
Management
Planning
Control
Decision
Rules
Strategic
Tactical
Operating
Time Horizon for Decisions
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"exogenous" to the organisation, it requires a constant 
scanning of the environment to assess the impact of
external changes. Such scanning processes should consider
the following;
* Government actions and policies.
* Economic Trends
* Technological developments
* Competition
* Social trends
* Industry performance
The internal information required at this level takes 
the form of summary or overviews of the current state or 
health of the organisation, in terms of statements of 
demands against the resources available. It is the role of 
the strategic planner to review the organisation in terms 
of a position audit and then to assess the implications of 
those changes in the external environment. Consideration 
is given to the turbulence this will cause to the aims and 
objectives of the organisation. One feature of the 
information provision at this level is that under steady 
state conditions the time horizon for strategic decisions is 
lengthy and may even be measured in years. However short 
term external environment changes can require immediate 
organisational responses to rebuff a threat or take 
advantage of a major opportunity. The external information 
gathering process or ’scanning1, has to note and report 
exceptions to that forecast or predicted, to enable the
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planner to either shorten the time horizon and clarify the 
results of the scanning, or to proceed on the basis of 
incomplete information.
At this level, the individual's range of discretion and 
the extent of subjective judgements or interpretation of 
the information provided is very high. It can be argued 
that strategic decisions are influenced both by the 
perception of environmental uncertainty, and the perception 
for a need to change strategy. The information can 
therefore be subject to a very wide interpretation unless 
it is considered within a formal decision framework. Such 
frameworks are often corporate frameworks, incorporating as 
they do elements of information systems. They often draw 
internal data through automated systems whilst relying on a 
manual system of gathering and collation for the external 
scanning.
2.4.4.2 Tactical
The information needs of middle management at the 
tactical level are more associated with control systems than 
those of the strategic level. The nature of the information 
is typically more immediate. If it is to be of value in 
monitoring and controlling the organisation it must be 
available in a form that is relevant to the organisations 
activities. It follows that the nature of the information 
provided at this level needs to be more precise and detailed 
and will be characterised by a much shorter time horizon. 
The emphasis on performance against plan and budgets implies 
that the source of the information would be internal to the
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organisation but in a tactical context where the 
organisation has to respond quickly to changes in market 
forces, a significant input would be obtained from external 
sources. Assuming that management's intention is to
optimise the allocation of resources, it is important that 
at this tactical level managers have a routine overview of 
all the demands on and resources deployed within an 
organisation. The provision of such information in the form 
of charts, reports and so on, must be relevant and pertinent 
to the decision needs. Any information system should
therefore be capable of sifting data and presenting 
information in such a way as to provide support to the 
decision process and not to confuse it with data of little 
discernible 'value'. It could be argued that at this level 
a greater degree of rationality can be assumed as decision 
criteria are rather more constrained than at the strategic 
level. Therefore as Simon(59) puts it, "finding possible 
courses of action" may be limited. However the information 
normative at best will be incomplete and probably
historical. It is important to note that the filtering and 
sifting process can affect the nature of the decisions that 
are made higher up in the organisation. The filtering is 
made by managers who will apply subjective criteria and be 
influenced by the 'political* consequences of the content 
and presentation. Thus the social, political and
psychological pressures present will as Mansfield(6 0 )
suggests "bound rationality".
2.4.4.3 Operating
At this organisational level discretion is perceived as
(C) P A Jones Page 67
CHAPTER 2 INFORMATION SYSTEMS AND MANAGEMENT DECISION
MAKING
being limited and the nature of the decisions programmed. 
They tend to focus on such specific areas of operation as 
scheduling and directly monitoring performance. The limited 
range of discretion for decision making ms . restricted by 
policy and procedural constraints. Within the limitations 
imposed, information needs are generally well defined as the 
decision activities are often classified as rule based, the 
opportunity for designing information systems to augment or 
even displace that decision activity is much greater, and 
benefits in terms of improved financial controls or 
displacing manpower may be expected.
2.4.5 Influence and Power in the Decision Process
A number of other dimensions must also be considered in 
relation to the managerial view of the decision process, in 
the context of ’political* preferences for outcomes. In 
order to exercise power or influence a person will have to 
obtain access to the decision making process. Given that 
access, Heller(6;L) considers that a person exercises power 
when as a result of his direct or indirect intervention his 
preferences for outcomes are incorporated in the decision 
process. He could be said to have influence if his 
preferences are considered in the decision process. Heller 
distinguishes between these levels of influence and 
demonstrates five prominent styles of decision behaviour in 
his * influence power sharing continuum* (IPCS) shown in 
Figure 2-7.
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Figure 2-7
Heller's Influence Power Sharing Continuum
I II
STYLES
III IV V
Own decision Own decision Prior Joint Delegation
without with consultation decision of decision
explanation explanation with with to subordinate
subordinate subordinate
Source - Heller F A,Managerial Decision Making, Tavistock 
Publications, 1971
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If this scale is associated with the widely held view that 
information is a scarce resource, the possession of which gives 
power,(62) the consequence would indicate that participants in 
the information system may wish to manipulate information, to 
move from the area of influence to that of power. Alternatively 
as the custodians of that system they may wish to derive power 
from manipulating the system itself. This argument is supported 
by Hedburg et al (63) in the hypothesis drawn in their work where 
they state;
"Increased authority, participation, influence and access to 
the information system will lead to increased control over 
the information system"
and
"Increased control of the information system, increased 
ability to cope with uncertainty, less substitutability and 
the larger relative task importance lead to increased 
power•"
This area will be addressed from empirical evidence gathered 
during the CATPAC project in later chapters.
2.5 Information Systems Planning and Design
From the review of current approaches to systems analysis 
and design conducted by Booth(64) it can be seen that design and 
planning procedures have much in common with work study 
techniques. The development of information systems at the 
operating level can then be readily appreciated, as the 
systemisation of routine procedures and control mechanisms is the 
basis of work study. Implementing information systems at all
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levels that rely on this 'bottom up* design approach assuming
that the volume of data that can now be manipulated may in some
way improve the decision activity at higher organisational levels 
and leads to, as Booth(65) suggests, 'dissonance' between the 
information systems design and organisational design.
Mansfield(ss) refers to a 'disjunction' between the nature of the
information system and the process of top management. Where 
information systems are designed to be logical and rational, an 
approach suited to the operational level, management decision 
making especially at the tactical and strategic levels will be 
characterised by in Simon's terms "bounded rationality".
Specht and Robey(67) reflect this in suggesting that the 
variety of computer based information systems should be capable 
of supporting organisational needs ranging from routine 
transactions to unstructured decision making. They cite the work 
of Galbraith(68) where he presents a model of organisational 
design that treats information processing as the most basic 
function of the organisation's structure. The model developed 
suggests that more information is needed when an organisation 
faces greater uncertainty and that a proper fit between the 
information and organisation's design increases organisational 
efficiency. The major criticism of this hypothesis comes from 
Daft and Lengel(69) where they reflect on the need to consider 
the qualitative problem of processing information in addition to 
Galbraith's consideration of the quantitative. Information 
systems should therefore be designed to fit their organisational 
contexts and should consider information needs in terms of a 
match between the information systems characteristics and the 
organisation's structure and environment. Within this
proposition Daft and Lengel make the assumption that a 'computer
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based information system* can be used to
"automate routine decision processes, but computer generated 
information is of little use in making non-programmed 
decisions"
Figure 2-8 (after Specht and Robey) C70) depicts the 
relationship between the organisation, the information processing 
requirements, and the information systems design.
It is clear that the design of the information system must 
complement the organisational context if the resultant system is 
to be an adequate 'fit'. The design must also begin to maximise 
some of the benefits information systems can provide at all 
levels of the organisation. Systems analysts and designers should 
therefore be as expert on the problems of the organisation as 
upon the capabilities of information systems technology.(7 X )
2.5.1 Design Methodologies
Systems design practitioners have developed numerous 
specific methodologies in attempting to model and chart an 
organisation's need for information on the basis of transaction 
processing, data stores and decision support, and to relate these 
to the technology available. Ledington(72) in his evaluation of 
the differing systems approaches cites Professor Peter 
Checkland's classification of the 'hard' and 'soft' paradigms 
characterised by the nature of the systems being handled and 
suggests that six different systems approaches have been 
identified;
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Figure 2-8 
Organisation, Information and Design
Organisational Systems
Context Design options
Size Degree of Uncertainty Output Characteristics
Environment \ / \ Quantity of Information 
Quality of InformationTechnology
> \
Information Processing
)
Goals/Strategy Requirements Manipulation of information
/ Cost/Value
Fit = Effectiveness
Source - Specht P & Robey D, Information Systems Design: 
Organisational context and Information Requirements in 
International CIS Journal, 1, January 1987 p 9
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* General Systems Theory
* Human Activity Systems Approach
* Socio-Technical Approach
* Participative Systems Design Approach
* Structured Systems Approaches
* Data Analysis Approach
In the context of this study, the structured system 
design methodology was adopted, since this was required by 
the central government agencies responsible for technical 
advice on computer projects. This approach and its analysis 
in terms of entities, attributes and relationships, maps the 
dataflows, processes and stores of the operational system. 
The resulting information system is essentially a hard 
mechanistic model, that provides a clear definition for the 
systems design. Limitations of this approach have been
identified by Ledington(73), in that it does not identify 
nor address the problems surrounding the implementation of 
systems nor the wider management issues that will arise. It 
did however provide a representation of the organisation 
that allowed the transaction processing needs to be 
identified and the nature of the information relationships 
to be plotted. From this a best fit approach was adopted to 
consider the organisation's needs against the technological 
solutions that presented themselves.
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2.5.2 Design Effectiveness
As figure 2-8 shows the effectiveness of a systems 
design could be considered as a measure of the fit between 
the organisational context and the output characteristics 
resulting from the design considerations. Therefore some 
element of measurement in effectiveness may be possible by 
considering the elements of the output characteristics.
2.5.2.1 Quantity of Information
In simple terms this refers to the amount of 
information available from the information system and the 
degree of detail it is capable of providing. Much of this 
information will be in the form of files and databases which 
are designed to record the state of the organisation at some 
point in time. Information will be processed largely as the 
result of actual transactions, as for example in an 
inventory or accounting system and relates to the model of 
operating management shown previously in figure 2-5.
Given sufficient information relating to the external 
environment within which the organisation operates, it is 
possible to extend the quantity of information by inferring 
outcomes based on predictive and statistical sampling 
techniques. At this point it will then be necessary to 
consider the quality of information produced.
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2.5.2.2 Quality of Information
By almost common consent, quality of information is 
considered in terras of timeliness, relevance, accuracy, and 
the degree of pertinence it has for the decision maker. 
Perceptions of quality are subjective, and will relate to 
the experience of the decision maker in terms of using 
data/information outputs as inputs into the managerial 
decision process. However assuming that to improve the 
quality of information is a requirement of the information 
system, it is possible to consider the costs associated with 
that acquisition, and its resultant value.
2.5.2.3 Costs and Value of Information
A number of concepts of the costs and value of 
information are postulated in the literature. These range 
from the recent work based for the most part on Bayesian 
statistics, which allow measurement of decisions to be 
explicitly considered in terms of the costs and uncertainty 
in the process;(74) to the value of the competitive 
advantage gained from the investment in information 
systems(75). Bayes's Theorem is a technique cited as very 
useful for obtaining revised probability estimates in those 
situations where the decision maker has the option of 
collecting some additional evidence. This extra evidence or 
information has a cost associated with it, and would be 
considered 'value' if the extra monetary value(EMV) arising 
from the revised course of action is greater than than the 
EMV of the course of action without the extra information.
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In terms of competitive advantage, the role of 
information can be considered as the giving to companies, 
new ways of outperforming their rivals. An important 
concept in this respect is the 'value chain*(76). This 
concept divides a company's activities into the 
technologically and economically distinct activities it 
performs to do business. A company's cost position reflects 
the cost of performing its value activities relative to 
rivals. Every value activity creates and uses information
of some kind and given the continuing fall in the costs of
information processing in relation to the power and speed of 
the information systems, information provision costs reduce 
whilst information value increases. Examples of the manner 
in which information can be used to competitive advantage is 
in the form of commercial mailing lists, and in the
political arena by the use of available data in the
selective targeting and mailing of special interest groups, 
and in some manufacturing industries where product 
developments are based on the availability of market 
information.
2.6 Challenges in Information Technology
It is widely accepted by management theorists that the 
increasing use of information technology does create social 
and political problems for organisations. The theorists 
largely fall into two schools of thought. The first favours 
the view that information technology is merely a 
continuation of the process of diffusion associated with the 
cyclical behaviour of the innovation and perhaps more 
importantly the longer time cycle described as 'Kondratiev
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long waves1(77)• The second school favours a contingency 
approach, where it notes the variations in experiences and 
outcomes of introducing information technology and suggests 
that a large number of factors underlie these experiences.
"The impact of new technology depends on where and how 
it is used. The wide range of applications leads to 
similarly wide range of effects,many of which may be in 
different directions."(7a)
This view is supported by Attewell and Rule(7 9 ) who 
express concern that many people write as though the overall 
effects of information technologies were foregone 
conclusions, as though they could be determined 'a priori'. 
In their review of the literature they examine the effects 
of various perspectives and conclude that the sheer variety 
of disparate and seemingly conflicting evidence prevents 
conclusions from being drawn.
"In short we see no reason to believe that any simple 
set of theoretical relationships can account for all of 
the data that one might expect empirical inquiry to 
bring to light on these subjects."
The problem such a view holds for this research is twofold. 
First it is important to consider the particular cause and 
effect relationships that can be said to prevail in certain 
conditions. Secondly to postulate if and how, given the 
nature of the bureaucratic organisation in which the 
research was carried out, the findings could be said to hold 
good throughout the organisation as a whole.
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2.7 Summary
It will be useful at this stage to summarise some of 
the conclusions that can be drawn from this chapter, in 
terms of its application to the CATPAC project, where CATPAC 
can be regarded as a computer based procedure that was 
designed to support the decision activity within the Army’s 
catering operation at the autonomous unit level.
In the context of decision making it can be suggested
that;
* The making of decisions is a major managerial
activity that defies any categorisation yet 
occupies much of a manager's time.
* The process of arriving at a decision may be said
to based on rational or non-rational criteria. 
However in a given decision process it is possible 
that a manager will use techniques based on either 
or both.
* The nature of the problems to be solved and
therefore decisions to be made, can be related to 
the hierarchical levels of the organisation 
structure. At the lower or operating levels may 
largely be classified as structured because 
preferred outcomes are agreed and causation of 
problems is known. Although the opportunity for 
both structured and unstructured decisions can 
exist within all organisational levels.
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* Intuition and flair are important factors, as is 
the political dimension, in the way that managers 
arrive at a decision.
The use of a computer based management information 
system, as the basis of the CATPAC project is an innovative 
approach to the management of Army feeding. An approach 
that will significantly influence the nature of the decision 
process in the management of the unit catering operation. 
Many other issues are likely to arise in the context of 
power, influence, and formal authority relationships. These 
stem from the ownership of both the material technology and 
the processing of data into information for use in the 
organisation’s tactical and strategic decision making.
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CHAPTER 3
3. THE MANAGEMENT OF ARMY FEEDING - INFORMATION SYSTEMS 
AND DECISIONS
3•1 Introduction
This chapter will discuss the objectives of Army 
feeding management and the existing information systems 
available to support the decision activities, prior to the 
introduction of the CATPAC system. The interaction between 
the functional organisational levels will be examined using 
the theoretical concepts discussed in chapter 2. The 
positions or roles held by the key individuals in the unit 
catering organisation will be examined to identify the. 
nature of the hierachical relationships and to consider the 
concepts of power and authority within the catering work 
group. It is in order to place the application of the 
CATPAC system in the management of Army feeding into 
perspective, and demonstrate the scale and implications of 
the changes the introduction of this catering information 
system could induce; that the size and relative importance 
of the catering function within the Army will be defined. 
This analysis is important not only to quantify the scale of 
human and material resources involved, but to provide a 
overview of the costs and therefore a perception of the 
scale of the financial benefits that could arise.
3.1.1. Functional Aim
The functional aim for catering management in the Army 
is to:
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'To provide the most cost effective catering service 
for the Army meeting operational requirements and 
prescribed standards.'(1 )
3•2 The Size of the Army's Catering Service
3.2.1 Profile of Demand
The estimated daily average feeding strength for the 
Army is 76,241, based on statistical sampling carried out 
monthly on a known 12.5 % of the total Army units world 
wide. This fed strength represents 54% of the Army's 
manpower total and includes those personnel entitled to 
meals by virtue of paying food charges or operating under 
field conditions. Given that the size of the Army is 
reducing, the changes in demand over the next five years is 
estimated as shown in Figure 3-1.
3.2.2. Manpower
The manpower resources employed in the provision of the 
Army's catering service is broadly classified into military 
and civilian support staff. As this also forms the major 
costs of the service, accounting for 77% of the total 
functional costs, it is the major target for savings 
measures. The manpower costs are shown in Table 3-1 and the 
reductions projected in this directly employed labour force 
between 1986-1991 are shown in Table 3-2. It is in the area 
of civilian staff that the major impact of the staff 
reductions are projected. The current number of civilian 
staffs assumed to be employed within the function will
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Figure 3-1
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Table 3-1 
Operating Costs
1985/6 1 Apr 87 1 Apr 91
Costs No. Costs £M No. Costs £M No. Cost £M
Manpower
Military 6728 £71.11 6728 £71.11 5376 £56.82
Civilian 8522 £63.92 8522 £63.92 4900 £36.75
Totals 15250 £135.02 15250 £135.02 10276 £93.57
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Table 3-2
Projected Changes in Staff
86/87 87/88 88/89 89/90 90/91
ACC Officers 173 174 170 170 170
ACC Soldiers(1) 4674 4353 4131 4006 3953
WRAC Cooks(1) 367 265 319 393 393
GURTAM 247 247 247 220 220
Total Mil Cooks 5288 4865 4697 4619 4566
WRAC Stewards 130 120 100 80 80
Regt Stewards(2) 442 400 380 360 360
Regt Rat Staff(2) 261 240 200 200 200
Total Mil Support 833 760 680 640 640
Total Mil Staffs 6294 5799 5547 5429 5376
Civ Non Ind 151 100 100 100 100
Civ Ind 8371 6700 5500 5000 4800
Total Civilians 8522 6800 5600 5100 4900
GRAND TOTAL 14816 12599 11147 10529 10276
Notes: 1. Represents existing strengths not liability
2. Assumed strengths - no valid data available
3. Reductions in support staffs are projections
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reduce dramatically. The losses shown are projections, and 
are based on those arising from ’contracting* and other 
savings measures. If these losses occur as projected this 
will represent a reduction in the total directly employed 
staff from 15,250 to 10,276 staff, a loss of 32% over 5 
years.
3.2.3. Operating Ratios
A number of performance measures have been devised to 
indicate the effects of savings measures against projected 
savings targets. Such measures and the ability to provide 
and verify the information is entirely reliant on the CATPAC 
system. Such information was not obtainable under the purely 
manual accounting and management system.The baseline and 
target figures are shown in Table 3-4.
3.2.5. Feeding Locations
The following represents the total number of in­
barracks feeding locations Army wide
Officers - 315
Senior NCOs - 316
Corporals and below - 354
TOTAL 985
3.2.6. Food Stores Valuation
As at 31 March 1987 the estimated value of food stores 
held in unit stores was £8.02 Million
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Table 3-3 
Operating Ratios
Measure Baseline Target
Costs per entitled man day 
Annual Average £6.53
3% reduction 
£6.33
Costs per meal prepared 
Theoretical costs
Assumed Costs - 67% meal attendance
£2.17
£2.88
£2.10
£2.79
Manpower costs as a % of total costs 
Annual Average 77.59%
4% reduction 
74.48%
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3.2.7. Food Costs
The actual Army food costs for the financial year 
1985/6 were £64.8 Million including costs of operational 
ration packs and War Maintenance Reserve. This represents 
the total expenditure on food, and does not take account of 
incomes received, such as food charges.
3.3 Role of the Unit Catering Organisation
Within the units of the Army, the role of the catering 
organisation is identical to that of the functional aim. In 
order to achieve this, provision is made for qualified ACC 
officers and soldiers to be based in units in accordance 
with their manpower establishments(2 ).
The responsibility for the catering organisation within 
a unit is that of the Commanding Officer(3 .) He receives 
advice and assistance on catering matters from the Army 
Catering Service, but each unit is autonomous and not 
subject to any centralised executive control. To assist the 
Commanding Officer in his catering responsibilities, a Unit 
Messing Officer is appointed who assumes responsibility for 
the overall control of the organisation(4 ). The unit Master 
Chef who is appointed to the unit by the ACC, exercises 
technical direction and has responsibility for the routine 
administrative and control tasks. The ration support staff 
to be provided are annotated on the unit establishment and 
are drawn from regimental or unit manpower resources.
Essentially, a unit’s catering organisation is formed 
from a number of functional elements. These are:
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* The provision, accounting and control of all food 
stores and materiel resources used by the catering 
organisation.
* The provision of a uniform high standard of unit
catering, utilising the resources available.
The first functional area is that of the internal 
administration and management of the organisation, whilst 
the second is in utilising those human and materiel 
resources in the technical production of properly cooked 
meals. This analysis concentrates on the administrative and 
managerial functions and identifies the current supervisory 
and managerial tasks that would be supported and changed by 
the provision of a micro-computer based information system. 
The classification used relates to the levels of 
organisational decision making defined by Anthony(5 ) and 
concerns the principals of the unit catering organisation.
3.3.1. Analysis of the Current Organisational Roles
It is an essential prerequisite in evaluating the 
current system for the management of Army feeding at unit 
level, that a research technique is developed that is 
relatively easy to administer, yet provides valid detailed 
results. In determining such a technique, a definition of 
the activity to be quantified must be applied. In this case 
the activity in question relates to the work content of 
those individuals occupying key positions within the 
organisations. By referrYing to this overall collection of 
individual activities as the job inventory a definition of 
the individuals responsibilities could be:
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"Those functional tasks that can be said to accrue to 
the holders of specific positions within the 
organisational hierarchy."
The technique adopted in classifying initially the 
relevant activities was one of self analysis. Although 
relatively easy to administer, the results of the self 
analysis were validated by random activity sampling. The 
development of this technique for the analysis of the job 
inventory does rely in the initial stages on the type of 
technique developed in the USA and reported by Kirk(6 ) as 
being used with considerable success by AT & T and the US 
Army.
In evaluating and analysing the functional tasks or 
'job inventory' of the principal users, the roles considered 
as crucial to the organisation were those where the 
individual occupying that role has a responsibility for 
making appropriate decisions, essential in satisfying 
organisational and departmental aims. These roles are the 
same as defined in paragraph 3.3 and are:
3.3.1.1. The Unit Messing Officer
The unit messing officer is responsible for all of the 
administrative, organisational, accounting and
personnel functions. The formal job objectives are given 
as :
"Through his organisation and supervision to
control and account for all rations and equipment
used by the unit catering organisation and to
maintain a high standard of unit catering" (7 )
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3.3.1.2. The Unit Master Chef
The unit master chef has the day to day delegated 
management responsibility for the administrative, 
organisation, accounting and personnel functions, with 
specific responsibilities for food production. The formal 
objectives are given as:
"To provide properly cooked meals to the men of
his unit, in camp and out of barracks, making the
best use of materials and equipment (8 ).
3.3.3.3. The Unit Ration Storeman/Clerk
These 'positions1 are often identified separately; 
where this is the case the clerical procedures involved are 
naturally maintained by the ration clerk, whilst the 
storeman supervises and maintains the physical issue and
receipt of foodstuffs. However, the formal job objectives
are given jointly as:
"To maintain a supply of foodstuffs in good 
conditions and at the right time, to carry out the 
accounting and control associated with this 
supply". (9 )
3.3.4. Secondary Users
The secondary users include all of those individuals 
employed in the unit catering organisation and the following 
representing external agencies:
3.3.4.1. Unit Users
These are individuals and departments involved in the
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preparation and planning of exercises and special functions
* Commanding Officer
* Messing members - Officers and Sergeants Mess
* PMC - Officers and Sergeants Mess
* Sub-unit Commanders
* Orderly Officers
3 . 3 . 4. 2 . Other Direct Users
* Defence Audit Staffs
* Staff Inspection Teams
3.3.4.3. 2nd Line Users.
These are individuals and organisations who will 
indirectly benefit from the introduction of a ADP System:
* Unit Pay Staffs - in the verification and payment 
of ration account statements.
* Supply Depots/NAAFI - in the production of pre­
costed, sorted and collated stores indents that 
may have cost savings throughout supply chain, 
that cannot be quantified at present.
3.4. Data Collection and the Analysis of the Unit Roles
Having identified the unit catering roles and the 
individual task activities of each of those roles the next 
stage was to categorise and record the information 
requirements pertinent to each task. The techniques used for 
both the recording and the analysis are summarised as 
follows.
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3.4.1 Qualitative Data Collection
The quantative data collecting techniques are 
described in the appropriate stages below with copies of the 
forms used at Annex D.
1st Stage. Activities Reporting Form - Self 
Completing is required to record the work the 
individuals perform over a set period of time in 
their own words.
2nd Stage. Raises a Schedule of Operations List. 
Those activities that are a record of the daily 
operations of the individual.
3rd Stage. Volume diary sheet - weekly basis 
shows frequency of occurrence of the jobs, volumes 
of unit of counts - also time of occurrence.
Stages 1-3 are self-completing whilst 4-6, are derived from 
direct analysis and observation
4th Stage. Interview, Observation and Analysis to 
provide some standard data by positions on:
* Task performance
* Time variables by task
5th Stage. Clerical analysis of information flows 
to provide the following:
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* Count of forms
* Frequency of use
* Purpose of forms
* Value of data contained in forms
* Origin of form
* Destination
* Storage media
* Total number of data/clerical transactions
* Total of forms required.
6th Stage. Records the information flows and the 
related decision activities, in terms of:
* Who makes them.
* How frequently
* What information is available to the decision
maker on which to base his decision
* What information base does he actually use in 
making the decision
* Who is directly affected by those decisions 
in terms of organisational position
* What effect does it have on the organisation.
* Does that decision relate to any others made
by others at different organisational levels
3.4.2. Data Analysis
As Simon and Boyer (10) have made clear, developing an 
appropriate categorisation system is an essential pre­
requisite for the analysis of data. Guba (la-) asserts that 
in focusing on the analysis of data the analyst must deal 
with 'convergence', that is, those aspects of the data that
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Table 3-4 
Task Performance - Analysis
Role Discrete
tasks
Programmed
tasks
Remarks
Messing
Officer
68 36 (53%) May devolve many tasks 
to the Master Chef
Master
Chef
71 30 (42%) Apparently less than 
the officer
Ration
Clerk
62 46 (74%) High proportion of 
routine tasks
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fit together. In this, systematic categorised regularities
are sorted into those categories where they are held to be
'internally homogeneous'. Should there be considerable
overlap in data items between categories then this may be
indicative of some fault in the category system. From this
categorisation, emergent patterns in the data were
logically analysed in terms of information flows, decision
points and quantative measurement. The resulting analysis
of the functional task of the principal users has determined
that of the tasks identified. Those primarily concerned with
the clerical and accounting procedures are at the
'operational' level and in March & Simon's (1 2 ) terms would
be.
be considered to 'programmed' operations and therefore it 
may be possible to automate some or all of them. From the 
evaluation and documentation of the pilot installations 
where such routine and repetitious tasks were supported by 
an ADP system, it is possible to quantify elements of the 
changes in task performance. The results are summarised in 
Table 3-4.
The complete analysis of each functional role and the 
related tasks are in Annex E.
From this analysis it *5 possible to relate the role, 
tasks responsibilities and decision activities to the 
organisational model derived from Anthony at Figure 2-5 in 
Chapter 2. Given that the levels of the organisational 
hierarchy are directly comparable with that model, it can 
be shown that within the unit catering function individual 
roles can be categorised in the terms of Strategic, Tactical 
and Operating levels. A model of the extant authority and 
hierachical levels is given by Figure 3-2. This reflects
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Figure 3-2
Authority Hierarchy - Unit Catering Organisation
Top
Management
Planning & Monitoring /Commanding 
/ Officer
/ Messing 
/ Officer
Middle Daily control / Master Chef
Management
Operating Limited decision/ Ration Clerk
Management and discretion /
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Figure 3-3 
Responsibilities and Decision levels
Authority Level Type of Information Decision
Level
Coninanding Officer 
Messing Officer
Monitoring monthly 
accounts - food standards 
Personnel planning 
Exercise & Function planning
Strategic 
[Non Programmed]
Master Chef Buying & Menu Decisions 
Fundamentally planning 
and control
Tactical
[Both Programned 
Non Programmed]
Ration Clerk Control orientated 
issues & receipts 
Account entries
Operating
[Programmed]
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decision levels of strategic, tactical and operating based 
the nature of the current unit catering organisation, the 
different management levels and the nature and type of
decision activity undertaken at each of those levels. Both 
Figures 3-2 and 3-3 show the information characteristics 
and on the formal structure of the organisation, where the 
relationships are well defined by the traditional exercising 
of authority. As discussed in chapter 1, when considering 
the organisational characteristics and the cultural 
environment, what Handy(13) terms the role culture or set of 
norms, are very strong in such a typically bureaucratic 
organisation as the Army.
3.4.3. Attitudinal Analysis
In recording the actual changes in the task performance 
of the individual, resulting from the introduction of a 
computer based catering information system, cognisance must 
be taken of the attitudes of the individual to the new
technology now present in the work place. Therefore, an
analysis of attitudes and shifts in attitudes must 
complement that of changes in actual performance. Any such 
attitude shifts that are to be recorded, must be related to 
an initial or base attitude of the individual prior to the 
introduction of the computer system. The technique adopted 
to record these initial attitudes was that of a self­
completed questionnaire. The questionnaire was administered 
within each trial installation prior to implementation and 
training. The responses were collated initially by
installations to provide a measure of existing attitudes to 
the use of computers within the catering organisation. By 
repeating the questionnaire on the same unit sample at the
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conclusion of the individual unit trial, a measure was made 
of any attitudinal shifts that emerged as the direct result 
of the impact of the computers within the unit catering 
organisation. A copy of the questionnaire used is in Annex 
F, and is based on the work of Zoltan and Chapanis.(1 4 )
To provide a large objective analysis of the attitude 
of caterers and cooks to the introduction of micro-computer 
based information systems, the same questionnaire was 
administered to a larger random sample. This was to provide 
statistically significant results that could be said to 
pertain to the Army-wide attitudes. The recording of such 
attitudes provides valuable material in determining the 
training requirements for initial implementation and in the 
longer term. The results are discussed in chapter 6.
3.5 Power and Authority in the Unit Catering Organisation
Before moving from a discussion of the human resources 
to the regulatory accounting and control mechanisms used in 
the unit catering operation, it would be useful to consider 
the hierachical relationships in terms of power and 
authority. As the analysis of the current organisational 
roles has shown, the three principal appointments, that of 
messing officer, master chef and ration clerk/storeman have 
distinct areas of responsibility that are directly related 
to those appointments. They will also be of widely differing 
ranks, length of service and other responsibilities, from 
Majors as messing officers to private soldiers as ration 
storemen. The normal ranges for each appointment would be:
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Messing Officer
o Captain - Major. This appointment is often
associated with Quartermasters, a particular 
type of commissioned rank, reserved for those 
officers who are commissioned following a 
very successful career as a soldier. Officers 
in this category would have a wide range of 
administrative and accounting
responsibilities in addition to the 
appointment of messing officer and would 
consider that this aspect of their total 
responsibilities to be of secondary 
importance. Messing Officers are regirnenta] 
officers (non ACC) and will have only 
received 2 weeks training for the appointment 
of messing officer. They will have been in 
the Army between 20 - 35 years.
Master Chef
o Sergeant (Sgt) - Warrant Officer Class 2
(W02). The rank of the individual appointed 
as a master chef will be dependent on the 
size and complexity of the unit, and its 
catering organisation. Throughout the Army 
87 % of all master chef appointments are held 
by WOs. This is the senior ACC soldiers 
appointment with direct responsibility for 
unit catering. The person appointed will be 
qualified as a chef to the highest City and 
Guilds standards, and have completed a series
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of three management courses staged throughout 
his career. He will have had between 12-21 
years Army service in the ACC.
* Ration Storeman/Clerk
o Private (Pte) - Staff Sergeants (SSgt), 
although in some units these posts may be 
filled by civilians of similar status. The 
number and rank structure of the 
storemen/clerk will again depend on the 
manpower establishment of the unit and its 
fighting role. These are regimental 
appointments and can be filled by a soldier 
of any Army Trade. No specialist trade exists 
for these appointments and soldiers will 
average only 2 years in the appointment 
before returning to their primary trade. It 
would be most unusual for a soldier to 
undertake more than one tour of duty in this 
appointment in his career. He will receive 2 
weeks training for the appointment and will 
have been in the Army between 2 - 1 8  years.
As has been discussed in chapter 1 the hierarchical 
divisions of Army authority are well defined and understood. 
However whilst the messing officer has the higher status and 
authority within the catering organisation, the most 
influential or powerful role is that of the master chef. A 
number of reasons can be postulated for this. Firstly the 
technical role, training and experience of the master chef. 
Secondly the part time nature of the messing officerfs
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appointment in relation to the catering organisation. This 
situation has been humorously exploited by Nash and
Widdowson in the book Any Complaints (1 5 ) and reproduced at
Figure 3-4. Handy cites French and Raven (i e ) in his
discussions on power and influence where he suggests that
power can be described as the ability to regulate the
behaviour of others. In these terms the master chef holds an 
appointment of significant power as he has this ability not 
only by his appointment but also by the expert power he can 
exercise on behalf of the messing officer and with his
authority.
The ration clerk/storeman has a responsibility to both 
the messing officer for the correct maintenance of the 
accounts and to the master chef for the correct storage and
provision of foodstuffs. In terms of power within the
organisation he could be said to exercise resource power in 
the sense of having the direct control of the material 
resource, food, and in the provision of the accounting 
information, on which the purchasing decisions will be made. 
He can be most effective in exercising this power and can, 
through the informal structure, utilise the physical and 
information resource to bargain and exchange. Such 
activities are widely recognised and tacitly condoned when 
considered for the good of the organisation as a whole. On a 
formal level he can use his influence to contain and direct 
the decision criteria he presents to both the master chef 
and messing officer. From observation and interviews it is 
clear that the range of discretion that the ration storeman 
can apply especially in purchasing decisions is 
considerable. In order to understand how such influence and 
power can be exercised it is necessary to analyse the
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Figure 3-4
The Catering Platoon is a Key Organisation in the Regiment
MATERIAL REDACTED AT REQUEST OF UNIVERSITY
Source — Nash & Widdowson, Any Complaints, County Press, 
1974
(C) P A Jones Page 112
CHAPTER 3 THE MANAGEMENT OF ARMY FEEDING
current accounting procedures, and to focus on the 
management information systems and controls that exist.
3•6 Accounting and Control Systems
In the current system for the Accounting and Control of 
interpretation of the Army’s food accounting system is that 
of the Director General of Ordnance Services (DGOS), whilst 
the Director Army Catering Corps (DACC) is responsible for 
advising units on food accounting on a day-to-day basis 
through the Army Catering Service.
The Regulations covering the procedure for determining 
the entitlement to, control of and accounting for all food 
purchased from public funds are found in Materiel 
Regulations for the Army, Volume 4, Rations(17 ). This 
pamphlet makes clear the responsibilities for accurate food 
accounting and the principles to be followed by all units of 
the Regular Array and TA world-wide.
3.6.1. Accounting Principles.
Accounting for food is based on an accounting period of 
a calendar month and the use of cash as the control factor, 
with the conversion of entitlements to cash income balanced 
against the cash value of items and food purchased.
The following Army forms provide the accounting and 
control documents, descriptions of which are given in Annex 
G.
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AFB 265 
AFF 7751 
AFF 7764 
AFF 7765 
AFP 9724 
AFP 7757
Daily Menu Book
Food and Accommodation Charges/Refund 
Feeding Strength State 
Food Income and Expenditure Account 
Reconciliation Statement - Food Account 
Unit Stock Sheet
Forms 7751 and 7764 are the methods of recording and 
identifying the entitlement to rations, and the 
communication of that information (7764) to the unit food 
account holder. Each sub-unit at the discretion of the 
Commanding Officer, including Officers and Sergeants Messes, 
maintain their own record of entitlements and are 
responsible for the notification of such data to the food 
account holder.
The AFF 7764s received from sub-units are collated by 
the Catering Office and the entitled feeding strengths and 
supplements converted to cash at the appropriate rate of 
income referred to as the Daily Messing Rate (DMR) and 
posted to the account form AFF 7765. Expenditure is 
recorded on the account form as it arises, and all entries 
are supported by priced issue vouchers or bills. The 
accounts for the authorised sub-units may be centrally 
maintained or in the mess location. The Daily Messing Rate 
(DMR) is the budgeted food allowance based on the cash value 
of providing an authorised ration scale, to feed one soldier 
for one day. This DMR is fixed by the Director General of 
Supplies and Transport (Victualling) DGST(N) and remains in 
force for at least one accounting period. Figure 3-5
provides a graphic example of the manual procedures.
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Figure 3-5
Flow Chart of Current Accounting Procedures
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It is important to note that a paradox exists within 
this system of calculating a DMR. The current budgeted 
costs to feed one soldier are totally insufficient to feed 
that soldier at the level to which he has become accustomed 
and the Army now through custom and practice expects. This 
paradox has been noted in the 1 Financial Management of the 
Food Supply Study*(18) where it is argued that the 
entitlement to income to the food account is based on the 
DMR plus supplements for those soldiers who have a food 
charge deducted from their pay or are otherwise entitled to 
feed. Income is generated into the food account entirely on 
that basis and is not related to those who actually take 
meals. Therefore the realistic value of the DMR for those 
who do attend is governed by the rate of meal absence. Units 
with a low meal attendance have a higher per capita spend 
than those those with a high rate. Data from the Tri-Service 
Feeding Survey (10) indicates the average rate of meal 
attendance by service, meal type and sex. This indicates an 
Army average meal attendance of 67% of those entitled. On 
this basis the realistic per capita rate is 33% above DMR. 
In addition the other entitlements discussed below provide 
another 15% to the value of the DMR, giving an average per 
capita rate of DMR + 45%. This is highly significant when 
considering that this information is not routinely
available from the existing information system. It is also 
true to state that no formal control system is used to 
regulate unit menu and meal costs.
3.6.2. Entitlements
The total entitlement to cash is the computation of the 
feeding strength multiplied by the DMR, with the additions
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of allowable supplements, casual meals and the appropriate 
catering differential. The feeding strengths and catering 
differentials are calculated on a daily basis, whilst the 
supplements although recorded daily are currently calculated 
on a weekly basis and transferred to the income account at 
that stage. Supplements (2°) attract a cash value and are 
allowable for a number of special situations.
Catering differentials (21) are a scale of ration 
additions or deductions applicable to individual messes that 
are based on the daily feeding strength of that mess,
designed to compensate for inequalities of scale. The
values of the additions and deductions are given at Annex G, 
Appendix 1.
3.6.3. Monthly Reconciliation
The monthly reconciliation covering all Messes is
prepared by the Unit Messing Officer, using AFP 9724, and is 
forwarded to the Imprest Account holder for bill payment 
action. Credit and Debit balances arising from the monthly 
account are dealt with in the following manner:
3.6.3.1. Officers and Sergeants Mess Accounts
Credit balances are considered as due to the Mess and 
are paid from the Imprest Account, whilst debit balances
must be cleared by payment from the Mess non-public funds.
3.6. 3 .2. Soldiers Mess Accounts
Credit balances may be carried forward without
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restrictions except at the end of the financial year, where 
balances of 7% of the final months entitlement only can be 
carried forward to the next financial year. Debit balances 
of up to 10% may be carried forward for one calendar month, 
where a debit balance still exceeds 10% after a subsequent 
month the excess has to be made good from non-public funds.
3.6.4 Management Accounting Control Systems
Whilst it can be seen that managerial control is 
exercised on the account through the cash values of the 
income against the expenditure, the system does not require 
a valuation of stock held, nor does it provide information 
as to whether the entitled soldier is being fed within that 
cash entitlement. This is particularly relevant when 
considering that the amount of available per capita daily 
spend is entirely dependent on the type of unit and the 
number of individuals who actually take meals. Observations 
arising from discussions with master chefs on this point
confirms the conclusion that this is not considered relevant 
to their management or control systems. The generally held 
view is that once the units feeding pattern is established 
and a regular purchasing cycle prepared that ensures monthly 
income exceeds expenditure no more detailed controls are 
required. Similarly if asked to state the actual daily spend
on each soldier, they will quote the current value of the
DMR. When confronted with the following very simple type of 
example they almost as a body comment that they had never
considered the relevance of meal attendance on the value of 
the money available for them to spend.
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DMR Value £ 1.00
Supplements .15 +
Total Entitled Income £ 1.15
Level of meal attendance % 100 75 50
Available Spend £ 1.15 1.43 1.72
Major problems do arise however when factors conspire 
to change the feeding pattern. Although an increase is 
immediately noted, normally by underproduction for one or 
more meals, no compensating action is taken to modify either 
the menus or the purchasing plan. If this change is long 
term, that is for a week or more, then the purchasing plan 
will have to be rapidly modified. The modifications for 
simplicity are often to merely increase the quantity of 
goods with no consideration of type or price. The result is 
that at the end of the period the account will be in debt. 
Should the debt exceed by 10% of the income then permission 
to carry that amount forward has to be sought from the 
formation headquarters citing the reason for the debt. The 
most often given reason is a change in the feeding pattern. 
The accounting control and indeed the management system is 
incapable of responding to this type of change in the 
operating environment.
Additionally procedures to determine the value of
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foodstuffs consumed as opposed to that purchased and stored, 
are not currently required, nor presumably considered valid 
information under the current accounting system. No 
mechanism is used for costing individual recipes meals or 
even issues from stock to a kitchen for production and 
thence consumption.
3.6.5. Stock Control
Stock control is maintained by the use of AFF 7757 - 
Unit Stock Sheet, onto which all receipts and issues of 
foodstuffs are recorded, by pack size and weight, as 
appropriate. Issues made to messes are recorded and 
supported by a priced issue voucher, whilst issues to 
Soldiers Messes are signed for at the time of issue.
Demands for foodstuffs are normally prepared by the 
Master Chef in charge of the appropriate feeding location, 
and often made on locally unit-devised proformas. Issues 
are either recorded on the same proforma or transferred to 
an issue voucher AFG 1033.
Stock on hand is only accounted for by type and weight 
as appropriate and is not valued. These current stock 
control procedures, allowing only a single consolidated 
daily entry on the AF F 7757, irrespective of the number of 
supporting issues and receipts, can allow transactions to 
take place that are not recorded. By subsequently allowing 
an irregular adjustment of the stock held on the AF F 7757 
it is possible that fraudulent transactions could take 
place. The adoption of the CATPAC system has shown that 
such inaccuracies of accounting, are prevented by, recording
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by date, location and item type for every transaction 
throughout the system. Such information is then available 
to assist the unit management in effective inventory 
control.
3.6.6. Accounting on Exercise
Separate accounts (AF F 7765) are to be maintained for 
exercise conditions, and debit or credit balances accruing 
transferred to the units main account at the end of the 
exercise (22). The normal accounting procedures outlined 
above apply " equally for exercise as for in-barrack 
situations.
3.6.7. Audit and Routine Checks.
The monthly food account and all supporting documents 
have to be retained for audit purposes (23) for 24 months, 
after which time it can be destroyed. The audit of all unit 
accounts is the responsibility of the Director of Internal 
Audit (DIA) and audit teams make regular unit inspections.
Specific unit checks are required on a daily and 
monthly basis and are clearly laid down (24) to provide the 
Commanding Officer with internal checks and controls on both 
the stocks and accounting documents. Additional exercise 
checks are made by RAOC and ACC representatives during ARU 
visits (25).
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3.6.8. Summary of Manual Procedures.
The flow diagram of one aspect of some of the manual 
procedures required by the current accounting systems 
discussed in Section 3.3 indicates requirements for the 
transfer of data and the manual procedures that have to be 
followed.
The amount of paper generated and stored in complying 
with the current accounting system will be dependent on the 
size of unit and the number of sub-units. However, in 
analysing the information and document flows in the pilot 
installations it was found that an average of 524 separate 
pieces of paper were required to support a monthly 
accounting period.
With the generation and transference of these 
quantities of data the opportunity for clerical error is 
very high. A reduction in clerical data transference and 
computation by ADP systems would effectively reduce the 
opportunity for clerical and calculation errors. As with 
any information system, the accuracy of the information 
output is in direct relationship with the accuracy of the 
data input•
3.7 Existing Unit Catering Information Systems
From the preceding analysis it can be seen that the 
data and information flows that are generated by the current 
system are uncoordinated, erratic and largely custodial. 
Although concerned with the collection of much low level 
data, these data are not effectively processed into
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information for planning or control purposes. Nor are they 
related to the broader constraints of the operating 
environment. The need for custodial processing must be 
acknowledged as essential for the development of a database 
necessary in providing the information for managerial 
controls but in itself the custodial processing does not 
provide an adequate information system for the effective 
performance of Army catering.
The information that is currently available to the 
management of a unit catering organisation takes the form 
o f :
* Formal information: forms indicating; feeding
strengths, DMR, food prices, stock sheets, 
delivery notes, invoices. This is primary data 
that is gathered manually and manually processed 
into the information as described in Section 3.3.
* Informal information: takes the form of
supposition and opinion on feeding preferences and 
meal types, supported by the monthly messing 
meetings required by Queen's Regulations (2S). 
The value of this information is questionable as 
not only does the importance and validity of such 
meetings vary between units, the feedback 
generated is subjective on the part of the person 
attending and is not necessarily representative 
opinion. No system,imatic market information is 
used for the gathering and analysing of food 
preferences nor actual meals served therefore any 
statement on this must remain subjective.
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The manual collation and processing of the current 
primary data is repetitious, tedious and time consuming, and 
is presented in such a wide diversity of account forms, 
lists and files, that it does not easily form the rational 
basis for management decisions on purchasing, meal planning 
or production requirements. These activities are often 
undertaken entirely separately from the information 
requirements to which they relate and react. Meal costs are 
an obvious example of this lack of processed information. 
The existing system does not allow for the accurate 
calculation of actual production costs, as it relates to 
known feeding strengths and income. Management is therefore 
unaware, except by intuititive guesswork, whether or not the 
meals produced are within the budgetary constraints. 
Additionally, as the accounting procedures adopted are 
designed to allow the financial position of income and 
expenditure to be assessed weekly by comparing total income 
with the total expenditure, the financial controls are 
historical records of transactions, rather than accurate 
controls on production costs against entitlements, stock 
values on hand and accurate projections of the cost of 
foodstuffs on order.
No system exists for standard costings, or collating 
demands and issues, other than tedious manual calculation 
which was infrequently applied. It could be assumed from 
this that such information is not considered important and 
adequate controls already exist. The controls imposed are 
merely those designed to prevent over-expenditure of the 
food account and do not provide management information. It 
is possible to identify the following areas of limitations
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in the present system and to suggest that these limitations 
effectively prohibit evaluative initiating, activating or 
monitoring, elements considered in the rational model 
managerial behaviour as essential for effective management. 
The monitoring activities in particular are dominated by 
accounting methods, as noted by Gamble (27):
"Methods of accounting formulated in a by-gone age are
rarely equipped to identify key factors relevant to
current, much less future, operations."
Within the current information system it can be seen 
that limitations exist in the:
* Level of accuracy of information
* Provision of certain information for the effective 
monitoring of performance against that planned,
* Timing and speed with which information can be 
made available.
* The multiplicity of files of information and the 
duplication between many of those files.
* Laborious and labour intensive requirements in 
accessing and maintaining those files.
* The manual complexity involved in processing the 
information.
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3•8 Requirements for Management Information
The decision processes required for the management of 
Army feeding, as with that of the * rational 'view of a 
managerial decision process, relies on information as the 
'rational' basis from which decision factors can be analysed 
and the appropriate course of action selected. The purpose 
of the information as noted in Chapter 2, is to increase 
the knowledge level of the recipient. In its simplest form 
this information provides the recipient with some form of 
representation of facts that relate to people or activities. 
This information is within the existing management process 
often relayed in general form and may or may not be the 
style or type of information required. Where such
information is serving the function of communicating data to 
the decision maker and problem solver, the function of that 
information should be to reduce the variety of choices and 
the uncertainty related to those choices. With the scope
and size of Army feeding employing some 14,000 people in 
excess of 950 locations, serving an average of 236,000 meals 
per day, directed by the same regulatory accounting and
control system, all with essentially the same information 
needs, the effectiveness of the gathering and distribution 
of that information is paramount (2S). Information in this 
catering context cannot direct the decision maker, it should 
however reduce the alternatives and revise the probabilities 
that can be attached to these alternatives.
The provision of information within any organisation,
and this is equally applicable to the management of feeding 
situations in the Army, as identified in the analysis of the 
current management systems, undertaken for the CATPAC Full
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Study Report (29) falls into the following areas:
* Not enough information of the right kind
* Too much of the wrong kind
* So dispersed throughout the organisation that a 
great effort may be needed to locate simple facts.
* Important information is often neglected or even
suppressed.
* Information often arrives too late to be useful.
* Information often arrives in a form that gives no
idea of its accuracy.
The benefits of an information system must be therefore 
to service the other operating requirements and to satisfy 
their information needs (3°). As management information 
systems are an attempt to systematise the many data and 
information flows needed by the organisation to make that 
information more available and more useful in the decision 
making process. In endeavouring to reduce the decision 
alternatives and revise the probabilities whilst providing 
the unit management with information that will be relevant 
and useful to the planning and monitoring process, the 
following specific areas of information requirements were 
identified by Jones in the FSR(31).
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* Production costs - costs of meals produced prior 
to production.
* Food costs - ease of manipulation of up-to-date 
food costs.
* Stock values - value of stock on hand by specific 
terms and store total..
* Costs of demands and issues - costs of demands
prior to dispatch and costed issues to messes.
* Menu and dish ingredient requirements - to allow 
accurate stores demands to be made to meet menu 
requirements.
* Comparative data - food production cost against 
known entitlements.
* Current accounting data - up-to-date Credit/Debit 
balances
* Stock control - minimum stock quantities, average 
stock usage data, shelf life storage.
Whilst these information requirements relate 
principally to control procedures and a certain amount of 
forecast information, the provision of this information in a 
readily accessible form would enable the unit food account 
to be maintained within the general principles outlined, and 
with a greater degree of control and professionalism. Such
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information has been made readily available by the 
introduction of a computerised planning, information and 
control system.
3.9 The Manifest and Extant Systems - An Analysis
From the analysis of what is, and what could be, 
available as information to the unit catering management 
team, it is possible to postulate reasons that may account
for the differences between the desirable currently
available information. These include:
* The history of feeding management within the Army
has traditionally been based on fthe ration* (32) 
- an allowance of food to feed one soldier for one 
day. The information requirements for this system 
were restricted merely to those of volume, only 
limited discretion was possible on what was to be 
produced. The change to a cash value system of
accounting (33) and the increased discretionary
element in what is produced are developments only 
within the last 2 decades. Army feeding
management has, therefore, been rather late in 
moving towards compatible commercial style of 
catering management practices.
* The very mechanistic nature of the Army, with its 
necessary adherence to the value of prescribed 
rules and regulations, acts against innovation and 
change. Burns and Stalker (34) have described
these difficulties present in mechanistic
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organisations endeavouring to cope with 
technological innovation in their research into 
electronic firms in Scotland. Additionally the 
very legalistic authority of enactment of those 
rules and regulations sets them apart from mere 
operating procedures.
Once enshrined by regulation, such practices as 
develop adopt a mystique of validity that 
overshadows any possible functional shortcomings.
Catering in general, and particularly in the Army, 
is still regarded as an art, an art perfected by a 
high level of training in those craft-skills 
considered paramount for its performance. This 
attention to the individual skills of production 
has meant that the broader developments of 
associated catering management systems have tended 
to be subservient and viewed as only necessary in 
providing the craftsman with his raw materials.
The pace of change and innovation in computer 
systems developments runs counter to the inertia 
present in the organisation which those 
developments are designed to improve. This
inertia is present not only amongst the line 
management but also at senior management level, 
where innovative change may be seen to conflict 
with the existing cultural values of the 
organisation and where it may impinge on the 
political implications of control of these new 
functions and resources.
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These factors would almost suggest that change towards 
an acceptance of micro-computer technology as a managerial 
tool would be a most unlikely feature. Whilst it is true 
that the traditions, conflicts and organisational 
constraints did initially hinder acceptance, the current
political impetus and need to achieve more effective 
management systems throughout the Army is a dominant factor 
in adapting to the new micro-computer based management
information systems.
3.10 Summary
It is important when reviewing the current management
systems, responsibilities, organisational constraints and 
the nature of the roles of the principals in the unit
catering organisation, to recognise that whilst producing 
annually in excess of 86 million meals, the Army’s catering 
system is entirely the responsibility of the individual unit 
commanders and their catering staff. No central co­
ordinating agency has any executive authority for any 
aspects of the catering operation and the very small Army 
Catering Service organisation(less than 3% of the total 
military catering staff) provides a support service of 
mainly a training and advisory role. The system is therefore 
governed by regulations, regulations that are adhered to and 
accepted by those persons responsible, exemplified by their 
commitment to the authoritarian and highly mechanistically 
structured Army.
The information system used to support the management 
systems enjoys many of the characteristics of the
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organisation that employs it. It is regulatory rather than 
proactive, the rules are interpreted rigidly and therefore 
much of the decision activity in accounting terms is 
’programmable*. The greatest area of managerial control and 
discretion lies at the Messing Officer/ Master Chef level 
and it should be at this level that the need for information 
is most critical. However once a routine of catering 
activity is established that meets the overall level of 
customer expectation and demand within the financial 
criteria, a stable environment of security and 
predictability results and information as the basis for 
decision making is often ignored.
Once change in the organisational environment is 
perceived it is at this stage that the recognition of the 
need for meaningful information gives impetus to the 
development of an effective information system. It is an 
interesting point to consider whether the Army Catering 
Organisation recognised the changes in the external 
environment and responded by prompting the development of 
the CATPAC system or whether the system was developed in 
spite of the organisations perceived needs. It is true to 
state that in the early stages, the system was seen by the 
Army as an automated tool to replace many of the routine 
mechanical activities and as a vehicle for the Army's 
caterers to demonstrate politically that they were keen to 
embrace new concepts and technologies. In many ways this 
type of technological innovation was not considered by the 
organisation as a whole to be threatening. The implications 
were not fully understood in terms of the organisational 
changes such a system would bring and as it did not 
apparently impinge on the traditional craft base it was
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allowed to continue to be developed.
Fortuitously the CATPAC development occurred at the 
same time as the Government was beginning to impose changes 
to the operating environment of all of the areas of the 
Ministry of Defence. It is in consequence of this and the 
threats to organisational stability that are forcing change. 
CATPAC is now seen as an essential element in the political 
defence of the organisation. The requirements to measure 
performance and demonstrate economies have also influenced 
the inclusion of CATPAC as a feeder system to a much larger 
information system. This level of acceptance of the need for 
a new technology is at the highest or higher level(s) in the 
organisation. The degree of acceptance and the nature of the 
impact of the changes at the unit or operating level are 
discussed in the following chapters.
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4. CASE STUDIES - BEFORE
4.1 Introduction
The aim of this chapter is to provide a descriptive 
statement of the units used as case studies, identifying the 
role of the unit and to provide an overview of the unit’s 
catering organisation. This descriptive approach will also 
include the work undertaken by the CATPAC project team prior 
to any unit installations taking place. The rationale for 
selecting a qualitative approach to this aspect of the 
research is discussed and some methodological issues raised.
4.2 Context of the Study
It was to avoid problems of bias that the case,study 
units were drawn from a cross section of Army units. The 
nature of the units reflected the composition of the Army as 
a whole. Although closely geographically located within a 
garrison area, they each typified a particular Army unit. 
Within the field army, that is those units that have a front 
line operational role, types of units, be they infantry or 
artillery, have standard manpower establishments. Each 
artillery unit equipped with field artillery for example, 
will be identical in manpower strength and equipment. The 
numbers, shape and size of the unit catering organisation 
reflects this degree of standardisation. It was on this 
basis that the selection of units was made to ensure that no 
criticism could be levelled that the CATPAC system was 
inappropriate for particular types of Army units.
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4.3 Methodological Issues
This section is concerned with some of the issues 
raised by using a case study approach. The role of the 
CATPAC project team in this context could not be that of 
nonparticipant observers. The team had a well defined role 
as the implementors of change, and a personal commitment to 
the overall success of the project. Scrupulous efforts were 
made to be objective in the recording of data so as to 
minimise criticisms of objectivity of the investigations. 
Since observations could only be made as the result of an 
active participation it was decided to make each of the two 
warrant officers entirely responsible for particular unit 
installations. This decision proved to be most effective as, 
in addition to minimising the number of people interfering 
with a unit's catering organisation, a rapport quickly 
developed between the unit and the warrant officer who 
provided a central focus for training, technical problems 
and general advice. As an interesting side effect of this, a 
degree of rivalry often emerged between units in the early 
stages of development to achieve a particular stage of 
implementation in a shorter time scale than another unit. 
It was indicative of the close working relationship that had 
been built up between warrant officer and unit that the 
warrant officers would refer to 'their units' very much in 
the possessive sense, and this good humoured rivalry would 
sometimes extend to the warrant officers themselves.
The problem of participant observation was therefore 
recognised at the outset and it was to provide another 
dimension to the study's findings that two separate non
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participant observations were provided. The first by the 
Research Unit of the Hotel and Catering Training Board 
(HCTB), the second by a social scientist undertaking a 
research degree at the University of York. The HCTB's
evaluation was undertaken mid-way through the project's 
pilot stage while the independent work was at the conclusion 
of the trials. In the latter case, all of the trial units 
were visited and all of the main participants were 
interviewed. The interviewing techniques used by the 
project team and the social scientist were based on outlines 
suggested by Patton(x )
"The fundamental principle of qualitative interviewing
is to provide a framework within which respondents can
express their own understanding in their own terms."
In addition to evaluating the units that had taken part 
in the project both researchers visited and undertook 
interviews in units that had not participated in the trials. 
This material was particularly valuable when considering the 
attitudes of the work groups that had not been formally 
involved with the new technology and were therefore making 
judgements, not based on experience but as was to become 
apparent, their perception of the likely role and usefulness 
of the CATPAC system to their operation. The rationale of 
using independent researchers, both of whom were women, was 
one of employing expertise that bore no overt symbol of rank 
or status, nor any perceived involvement in the project. 
The dangers inherent in using an individual representing the 
Army is that, within the rigid hierarchical structure, 
responses to open ended questions are often given on the 
basis of what the individual thinks the organisation wants 
to hear rather than to give a personal opinion.
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4.3.1 Conduct of the Research
In adopting a more qualitative case study approach, 
supported where possible by quantitative data, it was 
essential to structure the recording of observations and to 
formalise the data collection and recording techniques. The 
approach adopted was derived from that suggested by H M 
Treasury(Central Computer and Telecommunications Agency) (2 ) 
in the evaluation and reporting of the impact of new office 
technology systems.
"The fundamental elements of this method are: that a 
clear profile must be established of the organisation 
before the installation of the system: that the
evaluation must be linked to the project's objectives 
and user expectations; that the information gathering 
techniques are sound and there must be structured 
reporting during as well as after the trial."
The evaluation system developed for this project stressed 
the fundamentals of the method, while employing the more 
ethnographic style of research derived from the 
anthropological work on small well defined societies. Such 
a style of research has been suggested by Woods (3 ), in his 
work on the ethnography of schools, to have developed from 
Goffman's (4 ) earlier work on dramaturgy. Concerned as it 
was with the aspects of human behaviour known as strategic 
interaction•
Although a case study presents a truth, it presents an 
essentially conservative or preservative picture which may 
not be the whole truth. Walker (5 ) concedes that case 
studies do offer an emphasis on synthesis rather the
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detailed quantitative analysis but is a useful means of
approaching changes in the social and management structures 
of an organisation. Criticism of this approach and 
particularly those accounts presented from data gained by 
participant observation are often accused of being 
impressionistic, subjective, biased and idiosyncratic. Woods 
(6 ) echoes this and highlights a danger inherent in much
participant observation, that deep involvement in a scene 
could blind a researcher to constraints and that more
powerful forces operating on the action might lie elsewhere. 
However all social knowledge has elements of objectivity and 
subjectivity about it and cannot be presented within 
absolute limits.
The formalised data collection, recording and analysis 
was an attempt to maximise objectivity and the following 
techniques were used.
* Unit Files - All research notes, raw data and 
associated correspondence from each unit was 
collated into separate unit files.
* Unit Visits - Unit visits were logged in the unit
file identifying the reason for the visit, the
outcome or action required and any observations 
raised. A schedule of units visits was introduced 
to ensure that each trial unit was visited by a 
member of the project team routinely at least
weekly. Any visits arising from technical support 
calls were logged separately.
* Recording Observations - An 'aide memoire1 was
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prepared to ensure that the observer covered all 
of the relevant areas of research. The areas 
covered included:
o Monitoring of all of the user maintained 
records including diary sheets, user log 
books, backup, security and fault logs.
o Copies of all task analysis sheets.
o Noted changes to work methods and operating 
procedures.
o Record of; user comments, identified 
problems, reactions of other members of the 
work group other than the principal users.
o Discussions held with unit representatives, 
software houses or engineers.
Management Records - Copies of all of the manual 
and computer generated output documents were 
collected to facilitate analysis, cross tabulation 
and correlation across units.
Tape Recording - Each member of the project team 
was issued with a Philips Pocket Dictaphone on 
which to record user views comments and opinions 
in unstructured interviews and their own 
observations. These recordings were transcribed by 
the clerical officer and the notes collated in the 
appropriate unit file.
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Once collected the running record of data from each 
unit was reviewed as suggested by Becker (7 ) by cross 
checking the data with comparative records of the other 
units and case study discussions within, the project team. 
This was particularly important in considering, as Guba (8 ) 
suggests, the recurring regularities in the data.
Patton (9 ) suggests that a case study can be presented either 
thematically or chronologically. The approach followed here 
is a chronological one in which the conclusions have been 
drawn from an analytical appraisal of the qualitative and 
quantitative data available. The study presents evidence and 
offers a critical review of the impact of introducing the 
CATPAC system into four, not untypical Army units. The 
generalisations which result from the process of inductive 
analysis and progressive focusing do make some attempt to 
relate those interpretations to the wider Army context.
4•4 Pre trial Activities
Prior to the first pilot trial installations, 
considerable work had to be undertaken by the project team 
in order to prepare themselves, the commercial hardware and 
software procured for the trials, and the pilot units. The 
initial hardware was delivered and commissioned in November 
of 1983. Although the team had assembled in the September 
they had not at that stage had any practical experience of 
microcomputers, yet to conform to the outline timetable the 
first installations had to commence in the February of 1984. 
In order to control and monitor the project activities a 
project network plan was drawn up using the critical path
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analysis technique. Despite minor modifications to 
activities the critical dates were met as was the overall
project pilot installation timescale. A project diary was 
also maintained to record pertinent activities, observations 
and technical faults.
4.4.1 Initial Difficulties
With no previous experience of designing, managing or 
implementing microcomputer projects the team’s practical 
learning curve was therefore extremely steep. A number of 
unforeseen errors arising from this total lack of experience 
occurred, that had to be addressed before the first 
installations could take place. These were:
* Under estimating the time required for specific
activities, especially in the programming and data
capture areas. Whilst no overall time was lost
considerable effort on the part of the team was 
required to ensure the critical dates were met.
* The requirement for consumables, computer
furniture and technical documentation was 
underestimated.
* The need for a computer for the project team.
Whilst this may sound obvious, in proposing the 
equipment for the pilot installations the 
fundamental requirement of maintaining a system 
for the project teams use was entirely overlooked. 
Not only was this required to provide a resource 
for further software development of the accounting
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package but for the collation and analysis of the 
quantitative research material. It was neither 
practical nor desirable for the project team to 
impinge on units by 1 borrowing' a computer. The 
essence of the pilot trials was to determine the 
units' utilisation and response to the computer 
based system and not to allow this to be 
influenced or interfered with by non unit 
activities. Not least of the reasons for
requiring a project team's computer system was the 
need to market and almost continually demonstrate 
the system to a wide variety of interested 
parties. The project attracted a large number of 
visitors and to satisfy this interest and elicit 
support demonstrations were necessary.
* Again not only was the computer a requirement but
the time taken to support these visits was not 
foreseen in the initial planning.
It was fortunate that, having identified these problem 
areas early in the project, prompt action and MOD support 
allowed the equipment and consumable shortfalls to be 
corrected.
4.5 Revision and Validation of Recipes and Ingredients
It was in advance of the hardware delivery and as a 
preparatory step in designing the systems ingredient and 
recipe database that a comprehensive analysis of the 
existing use of recipes in conjunction with food inventory 
items was undertaken.
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4.5.1 Validation of Recipes
In order to obtain statistical data as to the size of 
the recipe file to be used by the average unit, a survey was 
undertaken in all Army units in the North East of England to 
determine the number of recipes actually used during the 
course of one month. The method adopted was to obtain the 
Daily Catering Records of each unit from which a detailed 
analysis of the number of recipes used in the compilation of 
the daily menus could be made. The sample size was for 20 
units each with three or more feeding locations, making a 
total of 1,800 Daily Catering Records. The results shown in 
Table 4-1 indicated that despite the presence of some 700 
recipes currently in the Manual of Army Catering Services 
(MACS) (Recipes)(10) only some 220 or 31% of the potential 
recipes, not all from that source, were in common usage. In 
addition to this it was noted that some 64 recipes in common 
use on unit menus were unit derivatives of commonly accepted 
dishes. These included dishes owing their origins to both 
the fast food market and to other ethnic influences. 
Although unit devised recipes were used in the production of 
these dishes no 'standard' pertained in terms of ingredient 
quantity or methods.
A second analysis took place concurrent with this study 
using the same sample. Standard recipes available to the 
unit catering organisation were analysed in terms of the 
recommended ingredient requirements compared with the 
ingredients actually available within that organisation. 
This revealed some interesting anomalies. It rapidly became 
apparent that the MACS Recipes last revised in 1973,
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Table 4-1 
Initial Recipe Analysis
MACS NON MACS
Total Recipes Recipes Used Utilisation Recipes Used Total Recipes 
in Cannon Us
708 220 31% 64 284
Notes
(1) Sanple size: 60 feeding locations x 30 days
(2) Average Number^ of recipes used per day = 29
(3) Total number of recipes considered in analysis - 52,200
(4) Cannon usage defined as a recipe used on two or more occasions
during the 30 day period.
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contained only those ingredients which would be deemed to be 
'fresh1 and made no allowance for any tinned or convenient 
substitute. The consequence of this was that the units, 
rather than adopt the official recipes preferred their own 
derivatives utilising ingredients that were both convenient 
and readily available. It became obvious therefore that the 
recipes were used merely as an 'aide memoire' and were not 
in any way followed as a definitive standard.
In providing a microcomputer based Catering Information 
system to the unit any recipe system must therefore be based 
on actual ingredients and not on hypothetical. To provide an 
initial validation of the MACS standard recipes, indicating 
where necessary the most frequently used convenient 
substitute items, was essential in the development of a 
revised and validated standard recipe index. This work was 
carried out on behalf of the CATPAC Project by a warrant 
officer from the Corps Mobile Display Team. The revision 
included drained weights of tinned items, gross weights of 
vegetables (where previously only prepared weights were 
shown) and the comparative weights of tinned or dried items 
as against their fresh equivalents. These revised recipes 
then provided the CATPAC team with an initial basic standard 
recipe index on which units could develop. The resultant 
370 recipes were categorised in accordance with the practice 
currently adopted in MACS Volume 2 (Recipes) with additional 
categories added for Composite Rations and Unit Recipes. 
These recipes developed by the team were then provided as 
the "standard" for the initial trial units.
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4.5.2 Preparation of Master Ingredient List
It was realised during the recipe analysis phase that 
by using a microcomputer based system certain new 
disciplines would be imposed on the unit catering. The first 
of these was in the provision of a categorised ingredient 
list. The basis of this classification had therefore to be 
produced by the CATPAC team as a fundamental task prior to 
unit installation. This classification based on the broad 
principles of ingredient classification commonly adopted 
throughout the Army was rather arbitrary but did provide the 
initial basis from which the system could be developed. The 
importance of the classification and categorisation of the 
ingredients was recognised early in the development of the 
system although substantially reinforced at the stage when 
the recipe index was created. Again this master ingredient 
list was to provide the basis for units from which a unique 
unit ingredient list developed. The initial master
ingredient list created by the team used data drawn from the 
Army's own and only food suppliers list, authorised by the 
Director General Supplies & Transport (Victualling) (DGSTN). 
As Table 4-2 indicates nineteen ingredient categories were 
agreed upon with 595 suppliers ingredient items shown on the 
master list. This contrasts with the potential of 1058 
items had all of the items on the supply lists been used. 
The rational for selectively using ingredients was based on 
the limited ranges found during the analysis of the unit 
inventory.
(C) P.A. Jones Page 150
CHAPTER 4 CASE STUDIES - BEFORE 
Table 4-2 
Master Ingredient List
Category Ingredient Category No of Items
01 Vegetables - Fresh 31
02 Fruit - Fresh 16
03 Vegetables/Fruit QF 11
04 Finished Goods 39
05 Meat - Fresh 34
06 Poultry/Game/Offal 18
07 Fish Fresh/Frozen 21
08 Dairy Items 40
09 Spare 0
10 Fish Processed 8
11 Meat Processed 16
12 Herbs/Spices/Sauces 52
13 Beverages 12
14 Groceries 164
15 Cereals/Pasta 46
16 Sweets/Confectionary 15
17 Vegetables - processed 35
18 Fruit Processed 33
20 Composite Rations 4
99 Recipes - as ingredients As required
TOTAL 595
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4.5.3 Unit Inventory
A detailed analysis of all the sampled purchase orders, 
stock control and internal issue forms confirmed suspicions
that the enormous range of alternative items by pack size,
content weight, brand and price, precluded arriving at a 
definitive standard ingredient. For example within one unit 
4 pack sizes of cornflakes were being held, all of which had 
to be accounted for separately. Whilst cornflakes are not 
crucial, as they do not form a constituent part of many 
recipes, items such as tomato puree, granulated bouillon, 
margarine, butter and flour do. If these items were held in 
more than one denomination of quantity separate recipes 
would have had to be created for each variation. This would
have been cumbersome and ineffective. The problem was
particularly acute in units that allowed the purchase of 
goods directly from suppliers for Officers and Sergeants 
Messes. The analysis of the buying pattern of these- units 
indicated a lack of consistent planning, forcing frequent 
buying forays to the suppliers. Items were purchased in a 
wide variety of pack sizes and in quantities either to 
satisfy the immediate requirements of the next meal or in
quantities far in excess of immediate requirements. This 
resulted in inflated stock holdings of items that could be 
considered 'dead stock'. Where Messes purchased centrally 
from the unit ration store the incidence of this type of 
haphazard food stock management was significantly less. 
Observations between two units operating different buying
policies, one centrally the other allowing sub units total 
buying discretion supported this statement. In an officers 
mess that purchased directly, stock items to the value of 
£156 were identified as having been on the shelf for a
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period of 3 months. When investigated it was found that the 
major item contributing to this was a case of mock 
truffles, an item over demanded for a major function but not 
routinely used on the grounds of expense. This one item 
reflected 7.3% of the average monthly stock valuation and 
approximately six days messing income. By contrast the 
average value of stock held in the messes using the central 
purchasing system was consistently up to 15% lower than for 
comparable direct purchasing messes.
Resulting from this pre-trial analysis it was 
recommended that where a CATPAC system was installed a 
rationalised, centralised unit food stocks management policy 
should be introduced. The benefits of this were cited as:
* Reductions in stock lines held.
* Reduction in inventory costs and holdings.
* Financial advantage in purchasing economic pack 
sizes.
* Increased supervision and heightened visibility of 
all unit food stocks.
* Accurate inventory and cost controls imposed on 
Messes.
* Significant savings in labour resources, where 
individuals do not have to make frequent and 
unnecessary visits to NAAFI or local suppliers.
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* Significant clerical savings where the number of 
separate invoices processed in support of each 
account can be reduced.
Table 4-3 shows the benefits obtained in one of the
case study units that adopted this system. As would be
expected the major benefits were found in the Officers and 
Sergeants Messes where reductions in the number of stock 
lines were 24.9% and 20.7% respectively.
These immediate benefits were obtained prior to the
computer systems installation and could have been equally 
applied to non trial units. In this case however CATPAC was 
the catalyst of this change.
4.6 Preparation of Training Objectives
Draft training objectives and the training syllabus 
linked to the introduction of microcomputers and the CATPAC 
system in particular were developed before any form of
initial user training could take place. The training 
objectives and the training syllabus were designed following 
the current systems approach to training widely adopted 
throughout the Army. In terms of nomenclature and layout 
these followed those available in MACS Volume 5 (Training) 
(a-;L). They did however have a marked fundamental difference 
in design from other courses undertaken by individuals 
concerned in unit catering.
The systems approach to training requires that the job, 
the individual task performance, be objectively analysed and 
the training needs of the individual be based on both the
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Table 4-3
Benefits of Centralised Food Stock Management
STOCK LINES - BEFORE STOCK LINES AFTER
Officers Mess Sqts Mess Soldiers % reduction
No No No Offrs Sqts Sldrs Av
283 279 461 213 221 413 24.7 20.7 10.4 18.6
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analysis of the job and the levels of performance required. 
Whilst this ultimately may be desirable, such an approach 
could not be adopted in developing the CATPAC training 
objectives as the true nature of the tasks had yet to be 
either observed or defined. The objectives and the
resulting syllabus therefore followed a slightly more 
radical approach. In the first draft form they were merely 
the idea of what the individual was likely to know in order 
to satisfy the user requirements of the CATPAC system. Thus 
rather than job, and task orientated they were fundamentally 
concept and equipment orientated. In common with many 
training systems, continual refinement and updating of both 
the objectives and the syllabus was constantly evaluated and 
amended as necessary. This policy was followed throughout 
the entire CATPAC project. An example of the initially 
developed training objectives are at Annex I and the 
training syllabi are to be found at Annex J.
4.7 Preparation of Detailed Operating Manual
As with all new equipment it was necessary to provide 
the user with some form of operating manual. The CATPAC 
Operating Manual therefore had to be a combination of a 
detailed equipment operating manual and a detailed user 
guide on the software. Such a manual had to be produced 
prior to both systems training and the first phase of the 
unit trials. The initial version completed in February 1984 
was drawn from the technical manuals provided by the 
hardware suppliers, the commercial software house and those 
elements written to support both the CATPAC Ration 
Accounting software and the military environment in which 
the system would operate. It was recognised that the Manual
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could only be considered as an initial draft and as with the 
training objectives would be the subject of frequent and 
detailed amendment. The initial version is to be found at 
Annex K.
4.8 Ration Accounting Software
As has been discussed in chapter 3, the concept and 
methods applied in accounting for food within the Army is 
unique. Therefore any commercial system could at best have 
a limited application. In view of this it was necessary to 
provide a software suite that would be used within the units 
as the accounting system. Suitable software had therefore 
to be written by the CATPAC team prior to both training and 
installation in order to fulfil this accounting function. 
As the accounting was to be maintained broadly in line with 
the principles described in Material Regulations(1 2 ) it was 
decided that the appropriate software should, where 
possible, replicate the clerical functions currently 
practised in maintaining unit catering accounts. It was on 
the basis of the analysis of the current system referred to 
in chapter 3 that the software was designed and written. In 
addition it was designed so that a naive user could easily 
operate it while providing secure and auditable accounting 
documentation.
Following the design of the programme structure and its 
method of operation, detailed coding commenced in December 
of 1983 with the first version available by mid-January 
1984. While the software was subject to future
modifications even in the initial version it was considered 
by naive users drawn from the ACS not involved in the trial
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to be both easy to operate and to preserve the audit 
requirements. The accounting software was designed to be 
used in any self-accounting unit with a maximum of 10 sub­
locations. This range could have been extended should a 
trial unit have revealed a requirement to maintain sub-unit 
accounts in excess of the 10 allowed for. The suite of 
programmes followed a conventional tree-branching structure 
and was written in MBASIC, with a sequential file structure. 
An overview of the accounting function is contained in the 
initial operating manual in Annex K. The programme was 
tested and validated prior to unit installation in late 
February 1984. Modifications and amendments were an ongoing 
feature of the project as the trials progressed.
4.9 Conduct of the Unit Trials
As referred to previously in section 4.3, the plan 
adopted in conducting the individual unit trials was to 
allow one of the team to be entirely responsible for a 
particular installation. This not only provided commitment 
and continuity it also restricted external influences to the 
one individual. To provide a cohesive policy for monitoring 
the trials it was necessary to adopt a common format. 
Following confirmation of a unit’s acceptance to be part of 
the trials, initial visits were made to introduce the 
members of the team and to explain something of the nature 
of the system and to describe the method of conducting the 
trials.
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4.9.1 Documentation of Manual System
The methodology adopted in documenting and analysing 
the current manual system was outlined in chapter 3, and 
followed the conventions of the Central Computer and 
Telecommunications Agency (CCTA) given in Information 
Technology Guidelines(13 ) In brief a unit trial check list 
was developed to ensure the accurate analysis in the 
following key areas:
Manual Systems
* Systems Diagram
* Flow Charts - identifying positional
responsibilities.
* Detailed activities. Detailed Task analysis.
Volume Diaries.
Trial Narrative
* Implementation Report.
* Observations.
* Trial Report.
Final Analysis
* Systems Diagram.
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* Flow Chart.
* Decisions Activities.
* Formal Unit Comment and Opinion.
* Formal Unit Questionnaire.
This analysis and documentation took place in the weeks 
preceding the systems installation, with the first 
attitudinal survey being conducted concurrent to this.
4.9.2 Initial Training
The initial systems briefing and training took the 
following form.
4.9.2.1 Unit Briefing. A single days briefing for the
Commanding Officer, Messing Officer and Master Chefs of the 
host units. This was designed as an introductory
demonstration and to discuss some of the implications for 
the units.
4.9.2.2 User Training. This was a structured three day 
training course based on the training objectives and
syllabus discussed in section 4.6. It was designed as 
* hands on* user training to introduce the principle users, 
the Master Chef, Ration NCOs and Clerks to the intricacies, 
features, advantages and difficulties inherent in a micro­
computer based system. Essentially it was a practical
course designed to overcome potential fears of the
technology and to give confidence in 'driving' the computer.
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The long terra advantages of investing in user involvement 
and training are cited by Leonard-Barton and Kraus(1 4 ) from 
their combined research and consultancy in more than 20 
multinational corporations. It is in the preparation of the 
user organisation to receive the new technology and the 
commitment of resources for training that the authors
consider to be essential to a successful implementation.
4.10 Case Study Units
The case study units, though selected to be
representative of types of Army units, were also consulted
from the outset of the research. Although it may be thought
by outside observers that individuals and units can be 
'ordered ' to conform or participate in this type of trial 
the co-operation of the unit and especially the Commanding 
Officers was an important aspect. Permission was therefore 
sought from the Commanders and in all cases a most positive 
and encouraging response received. A major contributory 
factor to this support was undoubtedly the strength of the 
professional relationship that already existed in that 
geographic area between the units and the the regional 
office of the Army's Catering Service. A relationship 
fostered by the tangible and practical catering support 
offered to unit commanders. Had this professional 
relationship not existed then the initial stages of the 
introduction of the CATPAC system could have been very 
difficult.
The four trial units that hosted the pilot stages of 
the project are individually described below.
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4.10.1 Unit A
Unit A was a field force unit with a number of attached 
elements dependent on the unit catering department. These 
included a Flight of the Army Air Corps, and a Brigade 
Headquarters. The Commanding Officer was a Lieutenant 
Colonel and the Messing Officer a Captain Quartermaster. The 
total strength of the unit including the attached formations 
was in excess of 520 all ranks. The unit had three in­
barracks feeding locations following the conventions of an 
Officers Mess, Warrant Officers and Sergeants Mess, and 
Soldiers Mess described in Chapter 1. All of the attached 
elements fed in the appropriate messes and during the trial 
the average numbers fed by locations were as follows:
No. Unit% Army Average^
* Officers 11 3.71 •
00
* W O 1s & Sgts 17 10.13 9.2
* Soldiers 255 86.14 82.4
Whole Unit Average 283 56.9% 67.4
ie 43% of the unit fed outside
The proportions of the fed strength by type of mess 
when compared to the Army average(15) indicates a lower 
proportion of Officers whilst the other two segments are 
much in line with the average. A number of factors could 
explain this although the most pertinent was the ratio of 
single to married officers. There was a high proportion of 
married officers who were accompanied by their families 
living in the plentiful married quarters within the
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barracks.
The catering organisation established for this unit was 
a total of 14 military cooks and 5 civilian cooks, with 1 
ration storeman/clerk. Additional civilian staff were 
provided for the cleaning and general kitchen duties. The 
Master Chef held the rank of Warrant Officer Class 2 (W02)
and the ration storeman was a private soldier.
The accounting and provisioning for all of the messes 
were centrally controlled and the Messing Officer personally 
made the accounting entries on receipt of the income 
entitlement forms (7764) and bills from the suppliers. The 
systems followed were broadly in line with the material 
regulations that govern the accounting and control of food 
(16) and a systems flow chart of the procedures followed is 
at Annex L.
All of the catering production and stores locations 
were within the barracks complex with the ration store and 
office some 20 metres to the rear of the soldiers kitchen. 
The Messing Officer had a separate office some 100 metres 
distant where the accounting documents were held and the 
Officers and Sergeants Messes were some 500 and 300 metres 
distant respectively. The physical location and arrangement 
of the kitchens and ration store was an important factor in 
the decision for the siting of the CATPAC system. The 
factors that influenced the siting included the natural 
focus for central buying and accounting. Both controlled 
through the ration store and the Messing Officer, and the 
distance of the store office from all of the other users 
locations. It was also considered important that the CATPAC
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system was not directly associated with one person or 
position where anyone else wishing to use the system would 
have to intrude into that individuals office environment. 
For this reason the system was positioned in the ration 
store considered by all users to be 1 neutral'.
Although not rigorously tested this proposition was 
formed from discussions with all of the potential users 
following initial user training. During the training 
sessions the user needs were discussed and a group decision 
reached as to the most readily accessible location. This 
pattern was followed for all of the units and the neutrality 
of the site agreed. However it was recognised by the 
project team that in this group decision process they were 
more than non participant observers. The predisposition of 
the project team to prevent initial ownership passing 
directly to one individual could well have distorted the 
outcome. Therefore as Patton(1 7 ) states:
"...decision makers and information users can judge for 
themselves the extent to which some subtle bias on the 
part of the evaluator has intruded into the data 
analysis."
Clearly this predisposition for an outcome by the 
project team influenced the location. As the observations 
of the team later indicated, the freedom of access was an 
important contribution to the wider acceptance of the new 
system.
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4.10.2 Unit B
Unit B was a much more complex administrative 
organisation, a complexity that was reflected in the 
catering organisation. Although located within the same 
barracks under one administrative commanding officer, the 
unit comprised of five minor field force units each 
commanded independently and reporting for all operational 
tasking to separate agencies. The senior unit commander 
within the barracks was a Lieutenant Colonel who assumed 
administrative command, with the other four unit commanders 
being Majors. The total combined strength of the units was 
32 officers and 559 soldiers. The average meal takeup for 
the first three months of the trial was as follows
No. Unit% Army Average^
* Officers 6 18.75 8.4
* W O 1s & Sgts 12 16.00 9.2
* Soldiers 385 79.20 82.4
Whole Unit Average 403 80.00% 67.4
The higher than average fed strengths of both the 
Officers and Sergeants Messes were considered to have 
resulted from the higher incidence of officers and sergeants 
who, while married, were unaccompanied and living in mess 
accommodation. No rational explanation for this presented 
itself.
All of the units in operating and exercising 
independently had separate manpower establishments that
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reflected the war or deployment role of the minor unit and 
not a common establishment suitable for a single unit 
feeding commitment of this size. In consequence a total of 
24 military catering personnel were established including 
one W02 Master Chef, one Staff Sergeant (SSGT) and two 
Sergeants (SGTs). To complement these one civilian clerical 
officer was employed and one Ration Storeman Lance Corporal 
was provided by the administrative unit. The Messing 
Officer was a Major Quartermaster responsible for all 
elements of the barracks stores and accounts in addition to 
the responsibility associated with his own minor unit.
The units operated a centralised catering organisation 
under the direct management of the Messing Officer and the 
Master Chef although, unlike Unit A, the barracks complex 
did not house the combined Sergeants Mess which was located 
some three miles away.
Although the staffing, accounting and provisioning of 
the Sergeants Mess was that of Unit B it was recognised 
prior to the installation that it would not be practical to 
include the Sergeants Mess totally within the trial owing to 
the geographical constraints involved. It was considered
essential to maintain the accounting and provisioning
functions utilising the CATPAC system. Accordingly the 
CATPAC system in relation to this Sergeants Mess fulfilled 
the function of automating the accounting activities and 
provided a limited provisioning facility.
With the exception of the Sergeants Mess the catering
production and stores locations were centrally located
within the barracks complex, with the ration store and the
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collocated butchers shop some 15 metres to the rear of the 
main soldiers kitchen. The ration clerk's office was 
adjoining this. In line with the rationale of siting the 
system in a "neutral" location as described previously in 
section 4.10.1, the ration store was agreed by the users as 
the most appropriate.
4.10.3 Unit C
This unit is a large training organisation some 15 
miles distance from Newcastle, close to the line of Hadrians 
Wall. It occupies a barracks that was built as an airfield 
and was taken over by the Army from the RAF in 1974. In 
consequence it is remote from any main centre of population.
The role of the unit is to train Junior Entrants aged 
from 16 to 18 years in basic military training skills. The 
course of training is of a standard length of 18 months, 
divided into terms on the school principle. On completion 
of this course trained soldiers would complete the trade 
training required for their specialisation at other major 
Array training schools.
A total of 590 all ranks formed the manpower
establishment of which 31 were officers, 36 warrant officers 
and sergeants, 66 permanent staff soldiers (Corporals) and 
the balance of 457 being soldiers under training.
The unit catering department was established under the 
direct management and control of an Army Catering Corps
(ACC) officer with a support staff of 14 military staff, 9
civilian cooks and 26 ancillary civilian staff. The unit
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had the conventional unit mess structure of Officers, 
Warrant Officer and Sergeants and Junior Ranks Messes. The 
Master Chef was a Warrant Officer Class 2 (W02) and the 
ration clerk a civilian clerical officer. The ration 
storeman was a civilian storeman.
The responsibility for the accounting and provisioning 
was that of the ACC officer whilst the Master Chef 
controlled the menu and food production based on a 28 day 
menu cycle. A provisioning and purchasing plan was
utilised, derived from the menu cycle. Although a very 
rough costing was made at the commencement of every training 
term, when modifications to the menu cycle were made, this 
was not updated either routinely or regularly. In line with 
the policy followed for other junior array units, junior 
soldiers are "marched" to all meals during the working week 
(Monday to Saturday lunch). They are also confined to 
barracks for the first 6 weeks of training. In consequence 
the meal attendance approached 100% of those entitled to 
feed, a very different situation from that found in units A 
and B where meal attendance was very much in line with the 
Army average of 67%. This high demand and the remote 
physical location of the barracks, preventing supplementary 
"take away" and off site social eating, provided a direct 
relationship with the per capita available spend as shown in 
chapter 3. Hence the management of fund income and 
expenditure was critical. Despite these constraints no 
system existed for monitoring or controlling menu and 
production costs and the ration account was used on a weekly 
in arrears basis as the only food cost control mechanism. 
This was entirely similar to the systems of Units A & B and 
totally in accord with the existing regulations and
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policies. However the conditions imposed by the high meal 
attendance meant that the balancing mechanism of the food 
account had much finer tolerance than that of the other 
units.
The differences in the available per capita spend were 
also reflected in the type of menu choices and the portion 
control system used. The proportion of dishes extended with 
vegetables and so on was much higher, similarly the use of 
pies and pasties to bulk menus indicated a different type of 
menu pattern than the other units which provided a higher 
proportion of roast, grills and entree dishes.
4.10.4 Unit D
Unit D was a 150 bed military hospital serving the 
military and local civilian community in a northern garrison 
town. Established as a general hospital with a large 
casualty department one ward of the hospital was permanently 
utilised as a geriatric ward staffed independently by the 
local health authority.
The Army manpower establishment of the hospital 
provided for a permanent staff of officers, commissioned 
nursing staff, Warrant Officers and Sergeants and Soldiers, 
supplemented by civilian ancillary clerical and domestic 
staff.
The unit catering organisation consisted of a total of 
18 military cooks under the direct control of a senior 
specialist ACC officer. The Master Chef was a Warrant 
Officer Class 2 (W02) and the Ration Clerk/Storeman a
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Corporal in the Royal Army Medical Corps. The catering 
organisation was responsible for an integrated staff and 
patients kitchen serving between 140 and 220 meals, a 
Warrant Officer’s and Sergeant's Mess of some 35 to 40 meals 
and a combined Officer's/Sister's Mess of 40 to 50.
The administrative offices and ration store were within 
the new hospital complex adjacent to the main kitchen.
The unit operated a centralised accounting and 
provisioning system, under the direct control of the ACC 
Officer. The major variation from the other units centred 
on the patient feeding system, where patient meal choices 
were made from a fixed, limited choice, weekly menu. 
Patients ordered the meals from the pre-printed menu 24 
hours in advance and the meals were then prepared to those 
consolidated requirements.
The consolidation of the patient Menu choices and 
subsequent production planning took the Master Chef and two 
civilian catering assistants approximately 3 hours every 
day. On the basis of the production planning requirement a 
stores requisition was produced for issue in the afternoon 
to allow for some advanced preparation prior to the day of 
consumption. The meal distribution system for patients was 
a plated meal 'Ganymede' system, with movement of meals to 
the wards by tractor driven trolleys.
The staff or conventional soldiers mess was supplied 
from the same kitchen, but to a different multi-choice menu 
that was based on a 14 day cycle. The unit ration 
accounting system for hospitals is that as for conventional
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units with the addition of a higher daily messing rate for 
patients, and supplementary allowances for nursing mothers. 
Minor modifications to the CATPAC Accounting software were 
identified and completed prior to the unit installations to 
incorporate these variations in accounting practices.
4.11 Initial Reactions
Initial reactions to the system were gauged from the 
unfocussed interviews and discussions with the unit 
personnel and by reviewing the responses to a questionnaire. 
Section 3.4.3 described the administration of the self 
completed attitude questionnaire prior to the unit 
installation. The population sample of the four units 
totalled 51 respondents, individuals who were in and 
remained in the unit for the duration of the trial. An 
analysis of the initial attitude questionnaire was 
undertaken using a simple spreadsheet, and from this it was 
clear that the majority of respondents reflected a largely 
neutral view in their attitude to computers. The rating 
scale used in the questionnaire was a 5 point scale in which 
3 represented a neutral view.
The results are shown graphically in Figure 4-1. The 
means of the responses have been grouped into the ranges 0 - 
1, 1 - 2 ,  2 - 3 ,  3 - 5  and 4 - 5  and as the graph shows the
predisposition for responses is between the range 2 - 3  and 
3 - 4 .
No particular pattern emerged in terms of age or rank 
in this sample, although eight consistently negative views
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Figure 4-1
Graphical Analysis of Initial Attitudes
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were expressed. Of these three of the respondents had 
completed more than twenty years service. No statistical 
correlation could be assumed between length of service and 
negative attitudes. However some resistance to change was 
anticipated from those individuals who were obviously very 
familiar, experienced and comfortable with a catering 
system that had developed very little during the last two 
decades. It was interesting to note that of those positive 
views one was a Messing Officer, one a Ration Storeman, one 
a Master Chef and the other a young Lance Corporal. Each 
of these respondents professed some computer experience, the 
Messing Officer within the weapon technology of the 
Artillery, the Ration Storeman as a weapons systems 
operator, and the latter two as possessors of home 
computers.
The data collected during unfocussed interviews and 
group discussions recorded by the project team was reviewed 
to identify specific evidence associated with the users 
initial reactions. In interpreting these recorded comments 
the project team were conscious of the effect of their 
presence on the respondents. The synthesis of these 
comments varied from the overly enthusiastic to the 
cautious.
Such reactions are comparable to those reported in the 
findings and evaluation of Profiting from Office Automation, 
work undertaken for the Department of Trade and Industry by 
consultants KMG Thomson McLintock(1 8 ).
This work reports on 20 trials conducted throughout 
central government, nationalised industries and local
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authorities, where Pilot Office Automation Systems were 
installed. Extensive attitude surveys were used throughout 
the pilot systems primarily designed to measure users 
opinions.
The report when considering the initial attitude to
technology drew the following conclusions:
* Initial attitudes varied from enthusiasm to fear.
* In general, enthusiasm resulted from a technical 
interest and was usually associated with some 
prior computing experience.
* Contrary to popular belief, those who were 
apprehensive were not necessarily older members of 
staff or those at a particular level of the 
organisation.
* A greater influence on user attitudes to 
technology was the way management introduced and 
implemented the system and the involvement of 
staff in that process.
* Initial polarisation of user attitudes did change 
during the trial period, showing that fears and 
concerns were overcome as staff began to use the 
system.
This range of views was supported in the main by the 
responses and reactions recorded by the project team from 
those involved in the initial unit briefings. Commanding
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Officers when formally interviewed stated their support for 
the project. It was considered by the team that this 
support in the early stages was not necessarily for the 
advantages and benefits the system might bring to their 
responsibilities for unit catering, but for the prestige 
they saw in being associated with a unique trial. This 
prestige of association was stimulated by a letter of 
exhortation to support the project signed personally by the 
General Officer Commanding. His personal interest and the 
stated intent to visit the trial units conferred an official 
status to the project. At this stage no consideration was 
given by the Commanding Officers to the potential outcome, 
and even if it was to have failed no stigma could have been 
associated with the unit. A failure would have been 
attributed to the CATPAC system itself rather than the 
support provided by the unit.
The principals in the catering organisation however did 
express concern that in their opinion the catering 
department is already overworked and the trial of a new 
system would merely increase the workload. Such a response 
given that the unit catering commitment would not change 
was understandable, and the project team recognised that 
particularly in the early stages of the unit installation 
the workload would indeed increase. We were not able to 
sanction nor would have sanctioned, any increases in the 
unit manpower establishments and could only provide short 
term assistance from the Project Warrant Officers whilst 
the systems were being installed and the database 
validated.
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It was considered that the expression of concern was 
one of reluctance rather than resistance and the considered 
view that emerged from each unit briefing was one which 
recognised that the potential long term benefits would have 
to be at the expense of some short term inconvenience. 
Individuals however whilst broadly conforming to the 
consensus view, did continue to express views, privately, 
that indicated that they felt the system would be a threat 
in some way, perhaps in terms of their own ability to use 
and manage the system. This was well expressed by one 
Master Chef who said
"My initial reaction was 'help', I knew nothing about 
computers so I went home and asked my son"
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CHAPTER 5
5. CASE STUDIES - DURING
5.1 Introduction
The installation of the CATPAC systems into the case 
study units conformed to a common pattern and took place 
over a week following the unit briefings and preliminary 
user training described in Chapter 4. In chronological 
terms Units A and B were installed concurrently in March 
1984, Unit C commenced in September 1984 and Unit D from the 
July of the same year. With the exception of Unit A,
where the trial period was restricted to the three months 
originally planned, all of the other unit installations 
remained as permanent systems for the duration of the 
project. This was made possible by the acquisition of
additional hardware. It was apparent from an early stage 
that changes to the catering organisation induced by the 
introduction of the CATPAC system made a reversion to a 
manual system both an unnecessary and retrograde step. 
Furthermore it increased disruption of the organisation. 
Additionally it was important to retain the goodwill of the 
units not only for the project team but also for the Army's 
Catering Service which had a continuing responsibility for 
the Unit's catering operation.
5•2 Installation
Undoubtedly the installation of the CATPAC system was a 
complex and major activity for the case study units. In 
particular it dramatically increased the short term workload
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4pou* ^
^from providing advice on the siting of the equipment^ was
left very much to the individual units. However in all
cases a significant amount of routine preparatory work had
been done by the units in terms of the menu, production
planning and purchasing for the installation week so as to
minimise interruption and free the individuals involved for
that period.
The pattern for the installation week was similar for 
all of the units in terms of the sequence and nature of the 
activities. Major variations did occur with the first two 
units where some major problems were encountered during Day 
1 and these will be addressed in Section 5.3. The
timescale was as follows:
5.2.1 Day 1
Arrive at unit mid morning. As most installations 
commenced on a Monday it was important not to arrive too 
early but to give the unit the opportunity to prepare for 
the team's arrival after the weekend and to receive and
issue bulk foodstuffs. The hardware was set up in location 
and tested by the CATPAC Project Warrant Officer. In
general the hardware was found to be very reliable but
occasionally after transit minor faults developed that 
required checking and rectifying. Of this type of fault,
the problems were mainly mechanical problems with the
printers or the serial cable connectors. With only a
cursory introduction to the hardware themselves and without 
the benefit of formal training, the team members were
almost immediately forced into the role of the expert and 
quickly developed techniques for diagnosing and correcting
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simple operating faults.
v After the hardware was checked the unit documentation 
was prepared in conjunction with the unit staff. This took 
the form of three different log books.
* Activities Log - a record of the actual
utilisation of the system by whom, when, time on, 
time off and activities being undertaken. This 
log had a number of Unit applications but was of 
value to the CATPAC team in providing a detailed 
analysis of the use to which the machine was being 
put, who the main users were, the time taken for 
the areas of systems activity and the variations 
over time as the users became more familiar with
the system as a whole.
* Error Log - A record of all systems failures of
either hardware or software. The layout adopted 
was similar to that of the activities log but 
included the fault encountered, any error messages 
on the screen, corrective action taken by the 
users or a report following the maintenance call 
out. This was particularly useful in analysing
errors in the software, and in identifying
operating errors that could be minimised by 
further training.
* Security Log - A log of all the backup and 
security archiving procedures followed indicating 
the operator, date, time of security copying, and 
type of copy. In addition to the Master copies of
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all of the software held by the CATPAC Team each 
unit held a duplicate set of Masters taken by the 
unit themselves created as the first activity once 
the system was set up, prior to any transactions 
taking place.
A further hardware familiarisation session was
conducted by the CATPAC Warrant Officer during which the 
importance of the logs was emphasised and the initial 
security copies taken. To highlight aspects of the
standard procedures associated with entering, exiting and 
security copying, wall charts and aide memoires were 
produced and placed adjacent to the computers. The last
activity on Day 1 for the initial units was to print
complete copies of the ingredient and recipes
classifications prior to taking on stock.
5.2.2 Day 2-3 and Beyond
The major activity was the development of the unit 
ingredient and recipe database based on the standard or 
master lists produced by the CATPAC team prior to 
installation. Emphasis was placed on ensuring that the 
unit stock levels were correctly entered onto the CATPAC 
system and this task was undertaken by the project team.
Having established the ingredient file the next stage was
for the unit Master Chef to plan the following days' menus
and to produce an ingredient picking or requisition list. 
The intention was for the system to be set up to enable this 
task to be completed as early into the installation as 
possible. This was an important aspect in obtaining the
unit's confidence in the system and to provide a practical
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demonstration of the immediate benefits to the catering 
organisation. As will be described in Section 5.3 the
early attempt at this was a failure in both Units A and B 
but the principle was considered sound and subsequent 
installations were found to be successful in this respect.
Concurrent with this and to satisfy the needs of the 
Messing Officer, having the direct responsibility for the 
accounting function, the computerised unit accounting 
system was set up and both income and expenditure data 
entered and management information reports printed. As 
this module of the system was separate from the catering 
information system and required no major preparatory work 
this was the one area where the unit, including the unit 
commanding officer, could see a direct advantage and almost 
immediate results from the introduction of the new 
technology. It was the practice for the project team to
enter the monthly accounting data from the beginning of the 
current account period up to the date of installation and 
then to supervise the account entries for the rest of the 
installation week. This enabled the account status to be 
established and the output documents directly compared with 
the existing manual system.
The project team member remained with the unit for the 
first week to supervise, advise and control the computer 
based activities. As the installation progressed the team 
member encouraged users to develop familiarity with the 
system under guidance and gradually adopted a passive rather 
than active role. At the completion of the week they
withdrew from the unit on a full time basis and provided 
telephone and regular visiting support.
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5.3 Problems Encountered
A number of significant problems emerged during the 
first phase of the trial that were common to all Units. 
These can be categorised into the operating activities 
identified below.
5.3.1 Shortcomings of the Manual System
The review of the current catering system discussed in 
Chapter 3 identified the regulatory mechanistic controls 
that govern the catering organisation at unit level. It
also drew attention to some of the shortfalls in management 
systems terms as they applied to the Army at large rather 
than the micro view of the application of those systems and 
regulatory practices at unit level. The project team prior 
to installation of the first CATPAC system made the 
assumption that the unit working practices were much in line 
with those prescribed and that the management controls were 
similar in all units. This was in some major respects an 
erroneous assumption.
All of the units had some form of menu cycle and a 
purchasing or commodity plan on which, it was professed that 
the routine catering activities were based. In practice the 
adherence to these plans varied tremendously between units 
from the almost rigid adherence in Unit B to token 
cognizance in Units C and D. Unit A maintained the menu 
cycle and purchasing plan as a management guide rather than 
any form of control system. The outcome was an ad hoc 
approach to menu planning and kitchen stores requisitions
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that allowed significant discretion on the part of the cooks 
themselves in the interpretation of recipes and menus and 
for the storeman over issues to kitchen stock.
This 'flexible* approach manifest itself in a number of 
ways that the project team identified as custom and practice 
in three of the four case study units. Although this 
sample could not be held as significant in respect of the 
Army as a whole, visits to other units not part of the 
CATPAC project tended to confirm this view.
These visits were made by members of the project team 
to Units that were comparable in terms of unit size and type 
to those used in the trials. This "control" group consisted 
of three units; a field force unit, a large static unit and 
a basic training unit. The methodology adopted in analysing 
and recording the tasks, activities and information flows 
were identical to that outlined for the CATPAC units. At 
least four visits were made to these units, each visit of at 
least two days duration. All of the members of the project 
team had been used to making unit visits and inspections 
prior to joining the project and in view of the formal 
recording techniques adopted this was considered sufficient 
to collect and validate the data required. The detailed 
comparative analysis of the manual systems as found within 
the control group enabled the project team to review the 
like analysis of the CATPAC units and to highlight any major 
variations.
From this comparative analysis it was clear that 
operating methods varied significantly between units and 
were influenced by the personality and leadership style of
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the Master Chef.
The Master Chef as the representative of management 
imposed his own constraints on the work group activities and 
by precedent .in his managerial decisions provided the 
operating framework for the work group. This relationship 
was well understood by all of the members of the work group 
but the effectiveness of the group seemed to have a close 
correlation with the status given to the Master Chef by the 
work group. With the exception of the Master Chef in Unit D 
the status of the individual Master Chefs was characterised 
by his rank. From the data collected across both the CATPAC 
and control units it was possible to compare the task 
analysis for each job position or role. The most notable 
variances between units was found in Unit D, where the 
storeman and the senior catering staff responsible for food 
production tasks were recorded undertaking those tasks that 
in the other units were the sole responsibility of the 
Master Chef. From the transcripts of interviews with the 
staff and the observed behaviour of the work group it was 
clear that the Master Chef was considered ineffectual. This 
was reflected in his status in the group and made obvious in 
the observed relationships with both sub and superordinates. 
Such a relationship tended to increase the level of 
discretion in the subordinates.
Examples of the variations in the operating framework 
observed between units are cited in three key areas, those 
of the use of recipes, stock control systems and variations 
in production.
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5.3.1.1 Recipes
The analysis of the Daily Record Sheets referred to in 
Chapter 4 in developing the Master Recipe List indicated 
that no 'standard' recipes pertained nor were adhered to by 
units. It was also clear that within work groups, recipes 
were only infrequently referred to and individual cooks 
prepared dishes based on experience rather than to conform 
to a standard. Where cooks were unsure of the method of 
production, advice would be sought from a more senior cook 
and dishes produced on the basis of that advice. Unlike the 
traditional kitchen organisation of 'corners', Army kitchens 
use a departmental system in which the cooks rotate through 
those departments on the basis of a time period that can 
vary from a week to several months. Whilst this ensures 
that cooks gain maximum experience in all aspects of the 
kitchen, it also tends to lead to a tremendous variability 
of food production standards. This variability can be seen 
in the use of ingredients, quantities of ingredients used, 
production quantities, production methods, presentation and 
service. One of the major contributing factors to this 
degree of discretion enjoyed by the individual cooks is the 
kitchen requisition system. The less controlled the kitchen 
stores and stores demands, the greater the discretion. The 
more controlled the issues and use of kitchen stocks the 
less the discretion and variability in the ingredient usage.
5. 3.1.2 Stores Controls
In addition to the Unit Ration Store Army kitchens have 
a kitchen store often referred to as 24 hour stores so named 
the basis that the store should not contain stock levels in 
excess of the requirements for the next 24 hours. The use
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of this store can vary depending on the operating framework 
used. The approved practice is for the daily kitchen store 
requisition to be prepared by the Master Chef based on the 
menu and production schedule and for the storeman to make a 
single kitchen issue normally late in the afternoon for the 
following days consumption. Within the units examined, the 
variants of the use of this stock spanned the extremes of 
the continuum from conformity to the approved system to the 
use of the kitchen stock as a buffer stock.
In this latter case the kitchen issues were made by the 
storeman based not on any form of menu or production 
schedule but on the basis of 'topping up' to his own kitchen 
stock levels. The issue was not supported by any form of 
requisition and the issue voucher was made retrospectively.
At both extremes supplementary issues were frequently 
made, on the demand of individual cooks, to satisfy their 
immediate production requirements. Given the frequency of 
these demands it was common practice for the storeman to 
merely list these transactions and then again to complete 
the stock control sheets retrospectively. The number of 
this type of issue was recorded during one working day at 
one unit as 37 not including the daily issue. This was not 
considered exceptional.
Another facet of such a practice was the range of 
discretion allowed to the storemen/clerk on not only issues 
but on the unit provisioning. Reorder levels were often 
based entirely on the storeman's experience and the 
responsibility for placing orders on suppliers was devolved 
to the storeman without the intervention or approval of the
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Master Chef or the Messing Officer. Again the incidence of 
this management approach was more obvious in units where the 
stores control systems were not regularly supervised by 
either the Master Chef or the Messing Officer. One of the 
consequences of allowing the storeman this range of 
discretion, was that the account holder had no indication 
of the quantity or value of the stores demanded from the 
suppliers. The only financial management control on the 
food income and expenditure account was the relationship of 
food purchases to income derived from the total numbers 
entitled to feed. Clearly when the major expenditure is 
being made independently of the known income, a number of 
management problems caused by over-expenditure or
insufficient stocks can arise that require corrective 
action. In all cases the incidence of occurrence could 
have been minimised by more effective management control 
systems.
5.3.1.3 'Feast and Famine1
The net effect of the corrective controls, is a 'feast 
and famine' syndrome, an effect identified in Unit C and 
recognised by the project team as being found in other 
units. The recognition of this effect was based on the 
previous experience of the project team and subsequently 
confirmed by the regional officers of the Army Catering 
Service from their routine and annual inspections. This 
syndrome occurs when expenditure exceeds income by an amount 
that suggests to the account holder that the account will 
be considerably over expended by the end of the account 
period. Given the availability- of information and the 
timeliness or relevance of data presented considerably in
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arrears, it could be up to three, weeks into the account 
period before excess expenditure could be identified. Once 
noted, the only course of action available was to reduce, 
or in extreme cases stop, further purchases within that 
account period. Such action forced the unit to review the 
menus planned and substitute alternatives, to control 
portion sizes tightly and to revise and modify all kitchen 
requisitions, in the light of available stocks. Such 
actions often led to a marked contrast in the type of 
dishes prepared and served, hence, the use of the expression 
'feast and famine*.
5.3.2 Database Design
In addition to the problems arising from the manual 
system the major problem encountered by the implementation 
team in the first two units was with the Master Ingredient 
List and Master Recipe Index that formed the CATPAC system 
database. Having completed the detailed analysis of the 
recipes and ingredient items referred to in Chapter 4, the 
project team constructed a Master Database of Ingredients 
and Recipes assuming that the database would hold good for 
all of the units as the basis for further modifications and 
amendments.
Within both sections of the database design the project 
team had made assumptions that in reality were not correct. 
For example when questioned, the Master Chefs stated that 
they followed the recipes as defined in MACS Vol 2 Recipes 
(1 ). In presenting the Master Chefs with a Recipe Index 
from that source their reaction was quite the reverse. As 
the Master Chef of Unit A stated:
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"These recipes won't work here, I use different 
ingredients in different quantities to those in this 
system".
The project team saw immediately that a 'standard' 
recipe index was not a viable option, given that the type 
and quality of ingredient varied considerably between 
units. If the users were to establish 'ownership' of the 
system then CATPAC must be allowed to reflect the specific 
recipes and the unique identity of each unit. Examples of 
this use of varying ingredients were found in all entree 
dishes, most larder items, but less so in pastry and 
vegetable dishes. Sweets were again an area of some 
significant variation. Even in traditional dishes such as 
'Roast Beef and Yorkshire Pudding' variations occurred 
between Units A and B in terms of both major ingredient and 
portion size. Unit A used Topside and served approximately 
a 3 oz portion, whilst Unit B used Sirloin and served a 4 
oz portion. Even the number of portions that provided the 
unit production standard was 30 and 50 respectively.
The problem was further compounded when the team 
highlighted the variations in recipes not only between 
units, but also between the different mess locations within 
the unit.
After discussing this within the project team, it was 
decided that two alternative solutions would be tried. 
Unit A opted to retain the database and extensively modify 
both the ingredient and recipe files in use, whilst Unit B 
chose to delete all aspects of the Master Database and 
concentrate on constructing a unit database of ingredients
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and recipes as actually used. Of the two options that of 
Unit B was considered by both the users and the project 
team to be the more successful. The criteria for this was 
measured in terms of the time taken to modify and amend all 
elements of the database to satisfy the users routine needs. 
On this basis Unit B had completed the task in three weeks 
whilst Unit A were still making major modifications six 
weeks into the implementation. The database of Unit B 
therefore reflected the production methods and actual 
ingredients used some three weeks in advance of Unit A.
Whilst initially considered a setback to the project, 
this change was highly significant in terras of the 
subsequent installations. Both subsequent units were
initially given the option of adopting the standard CATPAC 
database, or of creating their own. However within a user 
group discussion it was suggested that further installations 
could adopt Unit B's database, given that this database had 
been validated extensively through use. Although not 
totally reflective of the production methods or ingredients 
of other units, it did form a basis again for modification. 
This latter third alternative was adopted by Unit C, and in 
part by Unit D given the differing nature of the hospital 
feeding system.
The implications of this problem led to the conclusion 
in the Full Study Report (2 ) that for the total Army wide 
systems implementation, a skeletal ingredient database would 
be provided for users but that the recipes would be those of 
the individual units. To facilitate this a recipe proforma 
was produced that allowed units to catalogue recipes by 
ingredient classification in preparation for data entry.
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5.3.2.1 Ingredient - Units of Measure
Part of the general problem outlined in 5.3.2. the 
development of recipes and the relationship with the 
ingredient quantities was further compounded by the need 
for recipes to show actual weights but for the inventory 
lists to show purchase unit quantities. The software used 
in both the initial units was capable of converting units 
of measure but not reflecting purchase pack sizes. The 
ingredients were originally entered for their use in recipes 
identifying the content weight by weight or volume. 
Therefore if the ingredient was an 8 oz bottle of sauce it 
was received, held and issued by weight, an almost 
impossible task for the storeman.
The solution was to amend those ingredients that it was 
necessary to account for in pack sizes and to show the unit 
of measure in the recipe as a proportion of the pack size. 
This ensured ease of use within the inventory system, and 
in most cases was quite acceptable to the chefs, who tended 
to refer to tin sizes in particular. Recipes containing 
tomato puree for example, would be shown as .5 tin or .33 
tin for the standard pack size used in that unit.
Another minor yet irritating problem, was the inability 
of the one version of software to cope with an ingredient 
of a nil value. In order to make the recipes as accurate 
as possible, the users included water as an ingredient. 
The minimum price allowed per unit of measure by the 
software was lp. This therefore inflated the manufacturing 
price of the recipe to a level considered unreasonable and
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not a sufficiently accurate costing of the recipe. The
consequence of this was that water was deleted as an 
ingredient and where its inclusion was considered important 
it was added to the recipe cards used by the chefs in 
manuscript by the Master Chef.
The initial effect of this was a slight loss of 
confidence in the system by the users and frustration that 
the software design had not considered that certain recipes 
could have a nil value. Once this problem was reported to 
the software house it was quickly corrected. This
reinforced the users confidence and demonstrated that as 
users they were making a positive contribution to the 
development of the CATPAC system.
5.3.3 Coming to Terms with the Technology
The idea of using a computer based system was clearly 
novel to the units and the users. Initial concerns voiced 
and recorded formally during the unit briefings by the 
project team included:
"What if I break it"
"I can’t type - does that matter?"
"I will never be able to understand how it all works"
and echoed the views of the majority of the users noted 
during the installation phase. The training sessions 
helped to overcome some of these concerns in a very 
controlled situation and the presence of a member of the 
team for the first week reinforced the training and assisted 
in developing the user’s confidence in the physical 
operation of the computer. It was when left entirely to
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themselves and an error occurred that those concerns re- 
emerged. The most notable example was at Unit C, when
after the week's installation, the team member left the 
unit at approximately 5 pm. - with the parting words:
"Don't forget, any problems, don't touch anything just
give me a ring".
On arriving home at 7 pm the phone rang and the user
said;
"You did say to ring if I had a problem. Well, I've
got a problem"
This availability of telephone support, normally 
restricted to working hours, proved to be another important 
facet in building the user's confidence with the technology 
and from the team's log of calls made it is obvious that 
the frequency of calls for support of this type, diminished 
markedly over time. The first three weeks of the
installation reflected a steady spate of calls, at 
approximately 1 a day, thereafter the frequency reduced to 
approximately two a week for another two weeks, and then 
infrequently. By consolidating the logged calls from each 
unit by installation week the reduction in frequency of 
calls is shown graphically in Figure 5-1.
The major difficulties experienced by the users during 
this period of the installation were with the hardware, 
concerning backup and security procedures. The systems 
installed, based on 8-bit technology, with the exception of
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the separate system procured for use in the hospital, 
required the users to enter all elements of the software 
packages and to use the operating system commands for all 
formatting and copying procedures. It should be noted that 
at this stage the CATPAC teams' knowledge and experience was 
limited and the notion of using batch files to implement 
operating system commands, did not become apparent until 
further into the project. Therefore for the initial stages 
of installation for all of the case study units, the users 
entered systems commands directly from the prompt.
Such reliance on a naive user's detailed understanding 
of an operating system coupled with the exactitude with 
which the commands had to be entered, led to a variety of 
problems that could have been avoided by a better user 
interface. The single one incident that highlighted this 
was when the Master Chef of Unit A, accidentally formatted 
the Winchester hard disk when attempting to format a floppy 
disk prior to security copying. This had the effect of 
destroying the entire system fortunately recovered with 
very little loss of data. However the incident severely 
dented the Master Chefs confidence and he remained very 
cautious when using the operating system commands.
Such major^were infrequent but the incidence of minor 
user difficulties in the use of the operating system led to 
the conclusion that where possible users should be prevented 
from directly accessing the operating system as a matter of 
routine. In consequence a number of simple batch files were 
developed that performed with a single instruction complex 
operating system commands.
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5.4 Initial Impact on the Users
"The increasing use of computers in highly developed 
industrial communities may mark the beginning of a 
transformation to a new kind of society" (3 )
Sir Leon Bagritt in making this remark as part of his 
Reith Lecture in 1964, was referring to the major impact of 
computers on developed industrial society's but there can 
be no doubt that the introduction of computer based systems 
has a long term and far reaching impact not only on the 
macro scale as Bagritt commented but on the micro scale of 
the CATPAC case study units. A number of writers such as 
Toffler (4 ), and Clutterbuck and Hill (5 ) have commented on 
the impact on a macro scale, and reflect on the social, 
economic and political implication of such change. The 
impact of the CATPAC system at the individual Unit and user 
level introduced change not only in terms of management 
systems but also in terms of the social, economic and 
political infrastructure of the catering organisation.
Gibson and Davenport (6 ) in an informal study of 20 
systems installations concluded that achieving success from 
introducing a management information system required 
significant changes in the way business is conducted, in the 
organisational system and work behaviour. They went on to 
suggest that these factors were not only more critical \that 
the technical change but more difficult to accomplish. The 
following sections review the changes in management and 
organisational behaviour that have accompanied the 
introduction of the CATPAC system.
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5.4.1 Impact on Work Practices
Within the case study units the recognition of radical 
changes in working practices introduced as a result of the 
CATPAC system, was directly correlated to the rate of 
adaptation of the system. Unit B for example identified the 
major changes required in adopting unit standard recipes 
prior to the systems installation. In consequence those 
openly responsive to change become competent users very 
quickly. With Unit D, where the CATPAC system was
initially seen as an addition to the manual system and
primarily an accounting and record keeping function the
rate of adoption was much slower. Those who saw the system 
only as an adjunct and not the basis of the catering
management system were slower to come to terms with these
new disciplines, yet when the benefits derived as the
result of these changes in procedures were recognised they
were equally as positive in their attitude to the system as
those who had adopted change earlier.
The analysis of the current catering system in Chapter 
3 and the problems of the manual system identified in
Section 5.3 both highlighted the flexible if often ad-hoc
nature of catering planning provisioning and inventory
control system that were confirmed as applying in the trial 
units. The new working practices that were noted as 
evolving throughout all of the Units did require more 
logical, distinct, procedural steps in the planning,
provisioning and inventory control routines even though 
retaining an element of flexibility. Whilst under the 
manual system disciplined procedures were recognised as a 
requirement, they could be circumvented or ignored largely
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without penalty. The CATPAC system required a more
disciplined approach noticeable in the following areas.
5.4.1.1 Inventory Control
The procedures associated with the purchase, storage, 
requisition, issue and re-order of food stores were more 
disciplined. All individual transactions were recorded by 
the systematic processing of invoices and issue vouchers. 
Such procedures respond to systems generated information. 
Menu planning and recipe explosion features of the software 
determined the issue requirements, while the re-order point 
listings prompted for demands against suppliers. As a 
result of the categorisation of stores items as specific 
ingredients within recipes, reductions in the number of 
those ingredients held in the unit food stores were noted. 
A comparative analysis of the scale of reductions was 
undertaken across all of the trial units and the results are 
shown in Table 5-1. The number of items held represents the 
average number of stock items measured immediately prior to 
commencing the trial and three months into the trial. The 
average number of items measured across the control units is 
shown for comparative purposes. In many cases duplication 
of the same ingredient but in differing pack sizes has now 
been removed, with units purchasing in the most economical 
size. This type of categorisation of ingredients also 
affects Officers' and Sergeants' Messes where Messes 
purchased items directly from the unit ration stores. 
Units that adopted this principle rather than allowing 
Messes to demand directly on suppliers, reported that the 
food stores management within those Messes had been 
improved, and Messes were increasingly financially aware of
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Table 5-1
Comparative Analysis of Reductions in Stores Holding
Unit Before After % Reduction
A 561 501 10.69
B 487 436 10.47
C 463 418 9.71
D 535 458 14.39
Control 515 523 +1.55
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the cost of purchases and food stocks and took advantage of 
unit economic pack size purchases. This resulted in
reductions in stores holdings in both the ration and 24 hour 
stores and obviated the need for supplementary issues to the 
daily stores requisition almost completely. The scale of 
reduction of ingredients held in the ration stores is
demonstrated graphically in Figure 5-2. The reductions in
the stock values held in the 24 hour store when averaged 
across the units was £150 after the first month’s operation. 
This was of the order of a 12% reduction over the previous 
stores valuation. The reduction in supplementary issues was 
particularly noticeable in Unit A when over a weekend period 
no supplementary issues were made when previously up to 12 
had been made under the manual system. This led to savings 
in time for both the storemen and the Master Chef who
previously would have had to check the issue vouchers 
against the menu and make up the stock sheets again 
retrospectively. The Master Chef reported that both he and 
the storeman would be occupied on this task for up to four 
hours on every fftonday. Time now saved.
5.4.1.2 Recipes
In adopting unit standard recipes, changes in cookery 
practices arose. Departments and individual chefs were 
provided with the recipe and the specific ingredients to 
manufacture that recipe. Individual requisitions of food 
stuffs were obviated and the recipe was reproduced on every 
occasion of its manufacture. The commitment towards the 
concept of 'standard* recipes observed in the pilot 
installations arose largely by the participative approach 
taken by the Master Chefs in devising, validating and
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modifying the recipes. As a result of this process recipes 
were dynamically validated as an on-going practice. The 
units' recipe file on the CATPAC database was therefore a 
unique representation reflecting the units' feeding 
preferences and the Master Chefs' professional
personalities. A direct reflection of this use of 
'standard' recipes is in the improvements in food quality 
control standards that were observed by the users 
themselves. Fluctuations in individual dish manufacture 
was minimised resulting in more even food quality
standards.
5.4.1.3 Menu Planning
The menu planning routines provided the Master Chef 
with a detailed itemised stores requisition to satisfy the 
production requirements of the menu, chosen in the exact 
quantities required. This facility formed the basis of a 
stores requisition that could be amended by the Master Chef 
dependent on his utilisation of leftovers, issues to whole 
pack sizes and so on. In procedural terms this activity was 
central to the CATPAC concept as from this the subsequent 
issue and receipt activities originated. It is as the 
result of the variance reports available, that the Master 
Chef validated his recipes. The variance report compared 
the theoretical consumption of food stores derived from the 
recipes, to the actual consumption derived from actual stock 
transactions, over a monthly accounting period. The major 
significance of the menu planning activity of the CATPAC 
system was to reduce the attention that the Master Chef had 
to pay to this compared to that required of the manual 
system.
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The discipline required of the computer based system 
meant that the Master Chef, reviewed the day's menu, either 
from a menu cycle or composed daily. In composing or 
reviewing the daily menu, he entered his estimate of the 
portions required and the system displayed not only 
individual recipe costs but the total daily or meal 
production costs. This feature was totally novel to the 
Master Chef and immediately created a financial awareness of 
recipe and meal costs that had not been available using a 
manual system. This increase in financial awareness was not 
formally measured but was noted from the comments made to 
the project team by the users. The Master Chefs when 
questioned highlighted this feature and cited examples of 
how the system had heightened their financial awareness of 
recipe and meal costs. The costs of breakfast and packed 
meals were specifically remarked upon as meals where the 
actual costs dramatically exceeded their perception. The 
average cost of breakfast for example was 53p against an 
allowance of 18p.
Recognition of costs introduced a managerial control 
where previously as the 'feast and famine syndrome' 
typified, no such control previously existed. The users' 
response to this feature was an immediate recognition of the 
benefit of identifying meal costs, prior to production 
rather than post production if at all.
Such recognition changed the users attitude to the 
managerial controls available and introduced a new range of 
professional management techniques. Examples of this were 
noted in all of the case study units but the Master Chef of
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Unit A, in particular, changed from using a menu cycle as 
merely a management guide, to that of the major food cost 
control mechanism. By identifying costs prior to production 
he varied his menus dependent on the income available and 
his forecast of demand in terms of meal attendance. In 
consequence he budgeted income against expenditure daily in 
advance, rather than as previously weekly in arrears. The 
practical outcome of this was a gradual rise in his monthly 
credit balance carried forward and within his estimation, a 
more effective quality controlled food standard. This 
extract from the minutes of Unit A's monthly messing 
meetings reflect this rise in quality control standards.
"The standard of meals has improved especially at
weekends".
Other Master Chefs and Messing Officers considered the 
menu planning routines, in addition to the daily production 
needs, to be a very valuable tool in the planning of special 
functions and exercises. The ability to interactively 
display costed menus to clients when discussing special 
functions was particularly noted, providing confidence to 
the client over the range of costs, and saving considerable 
time and effort to the Master Chef, by generating an actual 
stores requisition to meet that function's requirements. 
Copies of the actual stores issues, identified by and for 
that function would subsequently support the client's 
invoice for payment, again saving clerical effort, on the 
part of both the storeman and the clerk.
As far as exercise planning is concerned the most 
ambitious use recorded during the project was in Unit B,
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where at one time 5 minor unit exercises were held in Cyprus 
and the system-generated demands were dispatched to that 
theatre for delivery to the unit on arrival. Unit reaction 
was very favourable and this technique was adopted for all 
of the agencies involved.
5.4.1.4 Ration Accounting
The procedural changes within the ration accounting 
sub-system, were the most obvious in that the only activity 
now required is the input of entitlements and expenditure. 
All computation and manual entries of the results of those 
computations were now automated. As the users recognised, 
it is in this area that the most immediate benefits were 
realised by the units. The individuals most affected by 
this change were the Messing Officer and Clerk, in terms of 
displaced activities, but the timeliness and accuracy of the 
presentation of the management information was noted as of 
benefit to all users. Commanding Officers in particular 
were impressed by this, and considered the information 
presented to be of valuable assistance in the discharge of 
their responsibilities.
5.4.1.5 Accounting for Officers and Sergeants Messes
Where units adopted the system of centralised 
purchasing and resale from the unit ration store to Messes, 
the accounting procedures were noted by the users as simpler 
and easier to control. This benefited the controlling 
committees and Messing Members of such Messes in addition to 
the Unit Catering Support staffs. All transactions were 
made from the unit ration store, automatically costed at the
(C) P A  Jones Page 207
CHAPTER 5 CASE STUDIES - DURING
time of issue and the debit directly entered into the 
appropriate mess account. All such entries were then made 
as debits on the public account, irrespective of the source 
of supply of the food items. The balance of the account was 
then immediately available to the appropriate management 
agent without recourse to further computation and analysis 
between public and non-public accounts. The subsequent 
reduction in the number of; transactions processed, demands 
on suppliers, delivery notes, invoices, consolidation 
vouchers, statements, all helped to refine the accounting 
procedures, and make the information more immediately 
valuable. This in addition to considerably reducing the 
volume of paper handled. The analysis of unit documentation 
that identified 524 separate vouchers supporting an average 
monthly account, noted in Chapter 3, when undertaken across 
the trial units, noted a reduction of 315 vouchers against 
the previous total.
5.4.2 Workplace Attitudes
Jones (7 ) noted in his 'The Computer and the Chef' that 
within all catering organisations;
'The provision of meals requiring a high degree of 
craft skills is subject to fewer managerial and 
organisational controls, allowing autonomy and 
creativity of the chef. At the other end the same 
occupational scale technological rationalisation has 
led to craft de-skilling and the imposition of strict 
production controls. The level of discretion the chef 
enjoys could be considered as one of the occupational 
differentials between these extremes'.
It is this level of discretion that is clearly an 
important contributory factor in the job satisfaction of
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the chef. It is also one area where the project team were 
very conscious that such controls as were being applied by 
the CATPAC system could generate a negative attitude to the 
computer system, owing to the curtailing of this level of 
discretion. One key factor in mitigating this effect, was 
clearly that the recipes being used were those of the 
units, and not centrally imposed standardised recipes. 
This concept of unit ownership was fostered particularly in 
Units B and C where the Master Chefs not only identified 
recipes with the individuals responsible for suggesting 
them, as with 'Paddy's Slab Cake' or 'Hamish Hot Pot' but 
also in the participation of all of the unit chefs in 
validating, making suggestions and commenting on the
recipes being used.
This participation took the form of a work group 
meeting normally once a week in which the chefs responsible 
for particular kitchen departments would be invited to 
comment on the recipes used during that week. The comments 
would include accuracy of portion size, taste and
consistency. Chefs would then be invited to amend the
recipes in accordance with those comments. Such amendments 
were entered, by the individual, thereby encouraging the 
use of the computer, further establishing confidence and 
expertise and clearly establishing a corporate ownership of 
the system. Clearly the level of individual chef's 
discretion had been graded but where this participative
approach to unit recipes was used, the pride of corporate 
ownership appeared to outweigh the constraints imposed. In 
those other units, notably D, where such an approach was not 
taken, individuals did express the view that they had lost
flexibility and creativity and that the recipes on the
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system did not work as well as their variation had 
previously. The lack of professional esteem with which the 
Master Chef of Unit D was held by his staff was indicative 
of his general unresponsive managerial approach and it was 
only when strongly prompted by the project team did he 
consider this more participative approach.
It was clear from the outset that once the system was 
installed, the attitudes of the work group were 
significantly influenced by the commitment and enthusiasm of 
the unit management specifically the Messing Officer and the 
Master Chef. Where this enthusiasm was manifest the rate of 
systems acceptance was faster and more complete. A marked 
contrast developed between Units and C and D, both of which 
had specialist ACC Officers responsible for the unit 
catering departments. In Unit C the officer was a young 
ambitious man, whose brother was a systems analyst and 
programmer. His attitude and commitment to the new
technology was total, and this buoyant enthusiasm was 
infectious throughout his -catering organisation. In Unit D 
however the officer was approaching retirement and
although he professed to recognise the benefits and need for 
this technological change, he exhibited no commitment to the 
success of the project, nor to the use of the system within 
his organisation. The Master Chef was not highly regarded 
by his staff, and this was reflected by his attitude to the 
project, that initially echoed that of his officer. Within 
the unit it was the enthusiasm of the storeman/clerk that 
ensured the success of the system and the effects of this 
will be discussed in a later section.
In introducing new technology the role and importance
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of a 'product champion' has been noted by a number of 
authors (8 M 9 ) and the research findings of a project 
undertaken by Lancaster University (10) support this view. 
The importance of 'ownership' of the new system is
emphasised by Leonard-Barton and Kraus, where they suggest 
that the transfer of ownership to a champion found within 
the user organisation facilitates the innovation, so that 
the new system will be pulled along. The CATPAC Project 
overall was being championed by the project team and where 
champions were also found within the trial units, as with 
the Master Chefs of Units A and B, and the ACC Officer in 
Unit C, the introduction of the new technology was 
accompanied by a commitment to its success. An additional 
factor that contributed to this championing was direct
participation in the process of refining and modifying the 
design of the CATPAC system. Users were encouraged from the 
outset to make critical observations and suggestions on all 
aspects of the system, its ease of use, but most importantly 
ideas for improvements. This involvement was a very 
significant aspect of the project. The system evolved 
considerably through the trial phase as a result of the 
suggestions and comments made.
The specific manual tasks associated with the Ration
Clerk/Storeman were the areas of the operation where the
changes in task performance was most noticeable. Many of
the routine tasks were automated or totally displaced. It
was for this position therefore that the major changes in
work practices and attitudes were to be found. Once 
familiar and competent in the use of the technology, the 
Ration Storeman/Clerk became the main user of the system for 
processing all routine transactions. Not only did this
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fundamentally change the role away from a paper based system 
towards that of a Keyboard and VDU, but required perhaps the 
greatest adjustment of attitudes. In all of the units, 
including D, the attitudes although cautious and even 
suspicious at first became positive and committed.
Whilst it was true that the clerk in Unit B adapted to 
the technology quickly, it was interesting to note that she 
also insisted, and persuaded the Messing Officer to insist, 
that she maintained the manual accounts in parallel with the 
automated system, long after the initial month of parallel 
running. It was observed by the project team that this 
manual activity, using the CATPAC output documents as the
source, appeared to be in accord with the maxim that 'work
expands to fill the time available for its completion'. 
This was confirmed when the unit Commanding Officer 
expressed concern to the project team that he may lose the 
clerk if his unit was to be inspected by an establishment 
team, as her work load had significantly reduced since the 
CATPAC system had been installed. The clerk when
interviewed by a member of the project team was very aware
of this and admitted that she maintained the manual accounts 
as a mechanism to prevent loss of her post. It was part of 
the remit of the project team to identify where staff 
efficiencies may be possible, arising from the use of the 
new technology. It was not part of the remit to cause staff 
losses during the trial. This point was made very firmly to 
the commanding officer and it was suggested that rather than 
a reduction of tasks the CATPAC system could provide the 
opportunity for the expansion of the clerks role. This was 
accepted and as a consequence the clerk undertook more of 
the processing tasks, and perceived an increased in the
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importance of her role as the provider of information to the 
Messing Officer and Master Chef. Notable examples of this 
were, when processing goods received she would note 
significant variations in prices, and suggest to the Master 
Chef alternatives if prices had risen or the purchase of 
larger quantities for stock if prices had fallen. For the 
Messing Officer she undertook the maintenance of the non­
public food account for the officers mess and provided him 
with management information on the status of each account 
twice weekly. This appeared to support the view that the 
'provider of the information' exerts an influence on the 
organisation that surpasses the nature of the position held, 
examples of this taken from Unit D are discussed in section 
5.4.3.
The significant changes in task performance of all the 
principles of the catering organisation, did during the 
trial, lead to shifts in responsibilities and relationships 
as the system became accepted as the management focus.
The rate of adoption varied between units and appeared from 
observation to be related to rate of change in task 
performance and relationships.
5.4.3 Influence and Authority
Where the new technology was not championed within a 
unit by a member of the senior management team, as with Unit 
D, it was interesting to note how the relative influence and 
authority within the work group shifted considerably from 
that of the formal organisation. It was clear almost from 
the outset that the ACC Officer responsible for Unit D, was 
not enthusiastic about the project nor did he wish to become
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personally involved, despite his position. The Master Chef 
in Unit D was not held in high regard by his subordinates, 
and his attitude was similar to that of the officer. During 
the installation phase, although the Master Chef 
acknowledged his responsibilities, the practical application 
of the system was devolved to a storeman who readily
accepted these new tasks and responsibilities and rapidly 
became a competent user of all aspects of the system. His 
main concerns were the maintenance of the ration account and 
the stores inventory but, given the interaction between 
kitchen requisitions and stock movements, he assumed the
task of generating the daily stores requisitions from the 
menu cycle. A task previously, and in other units, the 
responsibility of either the officer or the Master Chef.
The Master Chef restricted his use of the system to the
patient menu choice consolidation routines and the ACC
Officer withdrew from the day to day management of the 
patient and staff kitchen almost entirely, choosing to spend 
his time and expertise on the routine and special functions 
associated with the Officers Mess. In consequence the 
storeman began to assume more of the provisioning and 
planning responsibilities, entirely through his aptitude at 
using this new management tool. His activities were not 
generally supervised and providing he maintained the account 
within balance the officer appeared content to leave the 
daily management to the storeman.
Clearly a conflict developed between the formal 
organisation structure and the informal structure in which 
the storeman assumed the influence of the officer. This 
therefore became the informal structure accepted and
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recognised by the work group as the controlling authority. 
In reality the storeman had become the ' de facto" catering 
officer. Observations made by the project team supported
this when it was noted that sergeants were asking the
storeman questions related to the menu and production
requirements. Thus ignoring the line of communication to 
the Master Chef, almost entirely.
Such abrogation of responsibilities, led to a de-
stabilisation of the work group. The changes in working 
practices noted in the other units were being restricted by 
the work group. Problems over kitchen stores requisitions 
increased, as the chefs ignored the recipes and carried on 
as before. The recipes were not being validated and the 
general attitude of the work group was one of uncertainty, 
forcing individuals to use the informal structure for 
direction and advice.
This situation existed for three months, at which point 
the ACC Officer was posted and replaced by a younger 
quartermaster. It should be noted that this move had been 
notified some five months previously, and therefore the 
short time scale for the officer to come to terms with the 
system was used as his excuse to avoid any direct 
involvement.
A reappraisal of the influence and authority
relationships then took place. The new officer was keen to 
exert his authority over the organisation and the 
relationship of the storeman immediately reverted to that 
expected within the formal hierarchy. The Master Chef, 
recognising the role the officer expected him to play, then
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tried to impose his authority on the work group, reassuming 
those tasks and responsibilities that under the previous 
management he had been very willing to devolve to the 
storeman. This reassertion of role and position by the
Master Chef was obviously difficult given his previous
attitude and his standing within the work group. The 
vehicle he used for this was the CATPAC system. Having 
noted the commitment expressed by the new officer the Master 
Chef informally visited the other trial units, to seek 
information and advice as to how the Master Chefs were using 
their systems. This was obviously in preference to seeking 
the advice of the project team. It became clear that by
undertaking the provisioning and planning tasks, the Master 
Chef was able to exercise some of the traditional controls 
and reassert his position. It was at this point, following 
prompting from his subordinates, that he then recognised the 
problems, especially over recipes that he had previously 
ignored.
During the ensuing months the Master Chef's confidence 
grew, his aptitude increased, and his commitment to the 
success of the system was considerable. The reasons for 
this change are complex but the most obvious arose from the 
change in officer, and his concern to be recognised by his 
new superior as matching the officer's expectations and 
standards. Not quite so obvious, yet commented on by the
Warrant Officers of the project team, was the peer pressure 
being informally exercised by the other units' Master Chefs. 
They perceived Unit D as a weakness in the project and 
considered the fault lay with the Master Chef.
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5.4.4 Resistance to Change.
A number of specific issues were voiced by users during 
the routine project user group meetings. Issues that can be 
classified into systematic categories following a formal 
review of the minutes of those meetings;
* Fear of Status Loss - Fears associated with a lack
of flexibility and a de-skilling of the catering
operation. This view was expressed by the chefs, 
as opposed to the principal users of the new 
system and centred on the concept of standardised 
unit recipes and the more disciplined production 
routines. Such views were not supported by the 
Master Chefs who considered that whilst some 
flexibility may have been eroded, improved 
management controls were now required. This would 
support the view expressed by Whittaker (X1 ) who 
suggests that while the use of computers requires
new skills and makes some skills redundant, the
amount of work considered skilled remains 
unchanged.
* Personal Benefits - The CATPAC system had to offer 
personal benefits, or the user would have had 
little incentive to use it. For the principal 
users, particularly the Master Chef and 
Storeman/Clerk, personal benefits were recognised. 
The routine, repetitious clerical activities were 
largely removed and the status of the main users 
and indeed the catering organisation was perceived 
as being raised within the unit by the 'ownership'
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of this new technology. As the trial developed 
and the users adapted to and adopted the system, 
the perceived personal benefits outweighed the 
fear of loss, although the concerns over some
future loss of flexibility, and greater 
centralisation continued.
5.5 HCTB Findings Related to Workplace Attitudes
The HCTB Research Unit visited the CATPAC Project in 
June 1984 and over a two day period saw both Units A and B 
and for comparative purposes a major unit not part of the 
trial. The interest of the HCTB was in the development of
the case material for their Open Tech Project, a project
funded by the Manpower Services Commission. For ease of 
reference their synopsis of their findings is quoted in full 
below.
5.5.1 Visit to CATPAC Project 5-6th June 1984
The Army Catering Corps CATPAC Project Team are
currently engaged in trials of a computer system designed to 
streamline the management of 'Army Feeding'. The first 
stage of the project involves trials in two units with 
further units due to be included in the immediate future. 
The Research Unit has been invited to participate in the 
evaluation of this pilot scheme.
The visit consisted of four elements:
1. Visit to a Unit currently not using computer 
system
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2. Visit to Trial Unit 1 (Unit A)
3. Visit to Trial Unit 2 (Unit B)
4• Feedback to CATPAC Team
5.5.1.1 Visit to a Unit currently not using Computer
System
This visit was made so as to gain an understanding of 
the 'pre-computer* system and of the issues and problems 
which computerisation might be expected to resolve. We were 
shown all aspects of the catering operation at this unit
including menu planning, ordering and delivery of stores, 
stock-keeping and issue and accounting procedures and food 
preparation and service. This operation was on a large 
scale and it was immediately clear that a prominent feature 
of the non-computer system is the quantity of paperwork
involved in the documentation and control of supplies and
allowances. This paperwork appeared to take up considerable 
time and involved a number of individuals. I Note: From the 
recorded observations of the project team time taken per
unit per week amounted to 52 manhours.]
This visit provided an interesting insight into the 
view of the unit's catering personnel as to the likely role 
and usefulness of a computer to their operation. In brief 
summary the computer was seen as likely to reduce
flexibility and opportunity for individual flair. It was 
thought unlikely that the computer would be able to
significantly reduce the amount of paperwork although it was 
felt that such a reduction would be of real value. A view 
was expressed that the computerisation of menus, recipes and 
ingredients was not a useful contribution as this work can
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be adequately and easily carried out without a computer.
5.5.1.2 Visit to Trial Unit 1
This Unit was smaller than that previously visited. 
The computer had"'been working in this Unit for some weeks 
and the catering personnel able to use it for all
routine menu planning, stock control and accounting. They 
felt that some flexibility had been lost as the Unit was now 
working entirely to the recipes programmed into the 
computer. These were taken from the Army Catering Manual. 
Previously the Unit had used its own variations of these 
recipes. This ha^ meant that all chefs used exactly the 
same recipes for each dish whereas before each would have 
varied the recipes according to their own ideas. In this 
Unit it appeared that working practices had been adjusted to 
accommodate to the computer.
'On the basis of the daily menu the computer produces a 
list of items to be drawn from stores. Quantities are 
given by weight but issued from stores according to the 
way they are packed. If a recipe calls for half a 
pack, a whole pack will be issued. To simplify this 
'Picking List' pack sizes had been hand written onto 
the computer printout.'
An important benefit identified by the Master Chef in 
this Unit was the ability to calculate the exact cost of a 
portion of any dish. This made it possible to be more cost 
conscious and provided opportunities to 'juggle' with the 
budget as necessary. It was also pointed out that in fact 
the Army does not worry too much about cost effectiveness.
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5.5.1.3 Visit to Trial Unit 2
This Unit was much larger than Trial Unit 1. Catering
for five specialist Units each of which may also be involved 
in field operations which must also be catered for. There 
is a marked difference in the way this Unit has responded to 
the computer system. The approach here is characterised by 
the comment of the Warrant Officer responsible for the 
Catering operation who said that from the start he had been 
determined to make the computer work for his Unit. As a 
first step towards this end he had changed all of the 
recipes on the computer which were not as used in his
kitchen. In this Unit the computer was seen to be of real
benefit in reducing the paperwork load and simplifying the 
record keeping and accounting procedures. A further benefit 
that was identified was the ability to cost menus for 
functions quickly and accurately. Although the computer was
seen as beneficial it was felt that in the long run its
effects would be to reduce flexibility and to introduce 
greater central control. It was thought likely that in 
future local recipe variations would not be permitted but 
that the Army Catering Manual would have to be followed. It 
was also thought likely that the potential for more 
efficient budgeting offered by the computer would eventually 
be linked to changes in the way food is paid for in the Army 
and that this would inevitably lead to tighter budgets and 
less flexibility.
5.5.1.4 Feedback to CATPAC Team
At the end of the visit our impressions were fed back
to the CATPAC team. During that discussion the following
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points and recommendations were made.
* Overview
It was clear that the introduction of the CATPAC 
system into the trial Units has been effected very 
successfully and that the personnel involved have 
relatively quickly become proficient and confident 
in operating the system. There appear to be no 
major problems or difficulties of implementation 
at the technical level so far.
* Perceptions of the system
The CATPAC Programme appeared to be generally seen 
as leading to reduced local flexibility and 
greater central control. As such perceptions may 
affect the way the system is accepted and used it
may be important to take steps to clarify the
potential of the system to expand management 
expertise rather than to contract it.
* The way the system is being used
The differences in response to the computer at the
two trial Units visited highlight the likelihood 
that the system may be used in a variety of ways 
some of which may be less than constructive. In 
each of the trial Units we saw how the system was 
used to carry out operations that had previously 
been done manually. This of course saved time and 
increased accuracy and efficiency. We did not see
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any evidence that the system was being used to 
increase management possibilities or to inform 
management decision making. It was suggested that 
it was unrealistic to expect the new management 
strategies made possible by the computer to emerge 
from the trial Units, which were largely pre­
occupied with the mechanics of making the routine 
aspects of the system work effectively. It was 
recommended that the task of identifying the 
management possibilities arising from the computer 
be undertaken by the CATPAC Team who have the time 
and the understanding to do this. A manual for 
operating the computer including possibilities for 
new management practices and strategy might be a 
useful way of advancing this aspect of the 
computer's introduction.
The need to pre-empt possible restrictive 
approaches to using the computer
The risk of the computer being used to reinforce 
central managerial control and in particular to 
introduce more standardised procedures is always 
present. A manual which showed the potential for 
developing local management planning and control 
strategies, and how this could result in improved 
cost and operational effectiveness, could go a 
long way towards preventing less well informed 
approaches filling the vacuum.
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5.5.2 Comments on HCTB Findings
The independent view expressed by the HCTB Research 
Unit, was based on unstructured but focussed interviews 
undertaken in the units. Their findings highlighted the 
need to move the users, away from utilising the computer as 
a record keeping machine, purely at the clerical or 
operating level as discussed in Chapter 3, towards, the 
tactical use in assisting in the buying and menu decisions, 
and at the strategic level of planning and control. Such a 
transition could not take place without the confidence of 
the user in the accuracy of the data gathering and recording 
at the operating level and the recognition of the potential 
and value of the information provided for the higher 
hierachical levels of decision making. The HCTB concept of 
a manual was discussed but rejected given the plethora of 
manuals within the Army, and the general disinclination to 
use manuals as other than a last resort reference source. 
The approach adopted was to discuss the management value of 
the information and the uses to which the system could be 
put, only when prompted by the users. In this manner the 
users could be encouraged to develop the next level of 
expertise, at the time in personal learning and development 
that was appropriate. However the practical result was that 
users were exploring and using the potential of the system 
and, via the lateral informal communication, passing this on 
to the other units, very much on a reciprocal basis. The 
examples already cited of the clerk of Unit B's expansion of 
role as the provider of information for management decision 
making occurred unprompted by the Project Team.
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Whilst the Project Team did not have the time to devise 
a manual for the use of the system, as an MIS, the potential 
uses were widely discussed, as were the method of advancing 
the ideas. The approach adopted was to use the routine 
discussions of the users group and where appropriate written 
notes.
The users concerns over greater centralisation and loss 
of unit autonomy and flexibility, echoed by the HCTB 
comments remains. Although the CATPAC design philosophy was 
to reinforce unit autonomy and create unit ownership, the 
system could be used to impose centralised controls by 
imposing a conformity to the operational routines. Such 
developments were not the policy of the Army nor the 
Director Army Catering Corps.
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CHAPTER 6
6. CASE STUDIES - AFTER
6.1 Introduction
This chapter will review the research findings in the 
light of the initial postulations made in section 1.6 and 
discuss whether or not those statements can be said to hold 
true for the case study units. Consideration will be given 
to any changes or shifts in attitudes to the introduction of 
the new technology in the work place. This will then be 
supported by a discussion of the practical implications of 
the CATPAC system in terms of the changes in resources and 
management responsibilities said to arise directly from its 
introduction.
6.2 Discussion on Initial Propositions
The initial propositions as to the possible outcomes 
arising from the introduction of the CATPAC system were 
drawn from the earlier theoretical discussions and for ease 
of reference will be stated in full, prior to the review of 
the research findings.
6.2.1 Proposition 1.
"The introduction of the new microcomputer based system 
will affect the stability of the unit catering 
organisation in terms of the socio-technical work 
group"
The stability of all socio-technical work groups in all
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of the units were affected by the CATPAC system. The system 
required changes in attitudes, work practices, operating 
procedures and imposed a discipline of the catering 
organisation noted previously for its flexible craft 
orientated often ad hoc approach. It was the differences in 
the period of instability that were most marked. Where the 
unit "champion" had considered the implications of the 
system, prior to the actual installation and prepared the 
management systems and the work group accordingly, this 
transitional phase was short. By the second month of 
operation stability had returned albeit that the 
organisation had significantly changed. Where the unit did 
not prepare for the installation, as with Unit D, the nature 
of the instability was most marked and a number of informal 
practices arose in order to attempt to mitigate against that 
instability.
6.2.2 Proposition 2.
"The CATPAC system will cause the reassessment of the 
proscribed roles involved, leading to changes in tasks, 
responsibilities and relationships with the 
organisation"
All of the individuals directly involved in the 
catering organisation were forced to reassess their roles 
and specific tasks. The changes impacted on all jobs from 
that of the chefs through to the commanding officer but 
changes were noted principally for the positions of Messing 
Officer, Master Chef and the Storeman/Clerk. The changes in 
relationships appeared to strengthen the organisation and 
introduce a more cohesive attitude and approach, stimulated 
by CATPAC’s role as the focus of the principals activities.
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The computer often referred to by users not in the abstract 
but in the third person, became a bonding influence as the 
interdependence of the tasks related to the users became 
clear. Previously as the findings showed, the fragmentation 
of the organisation in which individuals could almost 
operate in isolation, suggested clear divisions of tasks. 
The new system caused a blurring of those divisions and 
could as Unit D demonstrated lead to a transfer of influence 
and power. This interdependence between positions and the 
resulting more cohesive management team, arose from both the 
operational disciplines being imposed and the interactive 
learning situation as totally naive users developing new 
areas of skills. The synergy of the learning process was 
particularly marked in Unit A where the Master Chef insisted 
that all of the catering staff became familiar with the 
systems basic operation and, for example, ensured the chefs 
amended those recipes for which they were responsible.
6.2.3 Proposition 3.
"The CATPAC system will cause changes in working 
practices and procedures, leading to unfamiliar 
problems and uncertainty. The bureaucratic
organisation (mechanistic) will not have prescribed 
procedures for dealing with these changes and 
dysfunctions will result."
The changes in working practices and procedures have 
been well documented and clearly unfamiliar problems and 
uncertainty arose from those changes. However the unit 
catering organisation was previously characterised by its 
flexibility and although the formal bureaucratic 
organisation did not have prescribed regulatory procedures 
for dealing with those changes, within the unit’s informal
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organisation prompt responses and procedures developed that 
overcame any long term workgroup dysfunctions. Such
solutions were then established by precedence, endorsed by 
the Master chef within his own organisation and formalised 
by subsequent custom and practice. Difficulties later 
occurred when the changed procedures were considered by the 
regulatory authorities. Fortunately for the project, the 
discussions arising from these changes to Material 
Regulations occurred after the trial phase when the 
introduction of the system was a "fait accompli". However 
in such a bureaucratic organisation the regulatory 
authorities were very slow to amend those regulations 
affected and not without considerable argument and 
discussion. The dysfunctions therefore were rapidly
overcome at the work group level by the unit’s management 
team. However at the Army level the changes to regulations 
required to overcome the contradictions that then existed, 
between the CATPAC and previously regulated procedures could 
only be pursued within a rather ponderous formal framework.
6.2.4 Proposition 4.
"An organismic informal structure will adapt to these 
changing conditions, and a lateral rather than vertical 
communication system will evolve between the work 
groups rather than via the formal organisation".
The analysis of the pre CATPAC unit catering 
organisation noted the unique identity of the workgroup 
within the highly structured and formal organisation of the 
Army. From the observations made by the project team the 
structure of the catering work group did adapt to these 
changing conditions, but the informal lateral communication
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established between the case study units was probably 
strengthened by the absence within the formal organisation 
of any agency that had knowledge of or could provide 
information or advice. The project team did not appear to 
be considered as part of the formal organisation and
therefore the communication between the users and the team
was not in any way influenced by the strictures normally 
imposed on communication between units and the formal Army 
chain of command. The need to oversee this lateral 
communication to both encourage users whilst preventing
abuses was recognised by the project team and the routine
user group discussions used as a vehicle to channel and 
foster this communication. The value of this type of 
communication was admirably demonstrated by the Master chef 
of Unit D when he required information and advice after the 
change in specialist catering officer.
6.2.5 Proposition 5.
The content of the informal communication will be 
information and advice rather than instruction or 
decision."
This proposition is supported by both the example cited 
above and the user's discussion groups themselves and 
although not formally recorded the many inter unit telephone 
conversations that the Master Chefs in particular 
acknowledged took place.
6.2.6 Proposition 6.
"The microcomputer system will form the catalyst for 
other areas of organisational change."
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As was cited in chapter 4 a systems analysis of the 
manual system noted many areas where a rationalisation of 
procedures could lead to significant benefits particularly 
arising from a centralised food stock management policy. 
Clearly such changes could have arisen (from a management
systems audit) entirely independently of the CATPAC system.
The changes would however have been likely to be contained
within the unit and not reproduced elsewhere. CATPAC by its
application initially in the case study units and latterly 
Army wide, provided a central focus or catalyst for such 
change.
6.2.7 Proposition 7.
"This change will be from the traditional role culture 
towards the task culture model."
Handy ( M  in discussing the concept of a role culture as 
a classification of organisations suggests that the 
interaction between elements of such an organisation is 
controlled by:
"Procedures for roles eg job descriptions, authority 
definitions.
Procedures for communications eg required sets of 
copies of memoranda.
Rules for settlement of disputes."
In this culture Handy continues, the job description 
may be more important than the person that fills it. 
Position power is the major source of power and expert power 
is only tolerated in its place. Of the task culture Handy 
suggests
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"It is a team culture, where the outcome, the result, 
the product, of the teams work tends to be a common
enemy obliterating individual objectives........... The
task culture utilizes the unifying power of the group 
to improve efficiency and to identify the individual 
with the objective."
Within the Army such a total shift from one form of 
organisational structure to another would not be possible 
given the rigid hierarchical and bureaucratic structure. 
However in terms of the catering work group as a separate 
entity within that structure a shift was deemed to have 
taken place arising from the introduction of the CATPAC 
system. The focus towards unifying the group, the
participation of the individuals, the common sense of 
ownership, provided the impetus for change. This is not to 
suggest that the unit catering organisation is wholly task 
culture orientated but that the change in the organisation 
is towards that model.
6.2.8 Proposition 8.
"The catering work group will develop new experts in 
the use of the technology outside the traditional craft 
skills base of catering. Such developments will affect 
the hierarchical superordinate and subordinate 
relationships leading to conflict in the position 
authority and power relationships."
It is valid to state that the catering work group 
developed experts in the use of the technology that was 
outside the traditional craft skills boundaries. The Master 
Chef and the Storeman/Clerk did, in all but Unit D, develop 
as experts in a discipline entirely outside that demanded 
by the existing job description of those positions. It was
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in Unit D during the first three months of the trial that 
the conflicts emerged in the role of the expert and the
super and subordinate relationships. Such conflicts were 
avoidable as the other units demonstrated given that the
power of the position was seen by the work group to be
aligned with the expert power of the users of the
technology.
6.2.9 Proposition 9.
"Resource and expert power will develop outside the
traditional authority relationships."
Within the catering work group with the exception cited 
above this was not observed as holding true. However within 
the context of the unit's catering organisation viz the rest 
of the unit a change in the traditional relationships was 
commented upon by the users. The impetus of this change 
appeared to be the ownership of a technologically new 
administrative system, unique not only within the unit but 
also within the Army. The principals of the catering
organisation were perceived by the unit hierarchy as 
technological experts in an area that would eventually
impact on all types of Army occupations. This manifested 
itself in a variety of ways but the most notable example was 
the manner in which the CATPAC system developed into 
something of a "celebrity" and a demonstration of the system 
became a highlight of any visiting dignitary's programme.
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6.2.10 Summary.
The theoretical assumptions arising from the impact of 
the introduction of the CATPAC system did when relating 
those assumptions to the unit catering organisation indicate 
that the earlier propositions could be said to be largely 
held as true. Clearly the strength of the informal
organisation and the role of the Master Chef as the champion 
of the technology adapted quickly to the changing
conditions. Although never formalised by regulation or 
administrative authority, such changes as did occur in
themselves became formalised by custom and practice.
6.3 Attitudes of the Users
The recording of the attitudes of the users was 
attempted throughout the project, both qualitatively, and as
described in Chapter 3, quantitatively. In addition to the
observations of the project team the qualitative work was 
assisted by the HCTB during the trial and a social scientist 
at the conclusion of the project. The quantitative
recording of attitudes undertaken by questionnaire will be 
discussed in section 6.3.2 but it is important to note that 
the work was undertaken with the exception of Unit A whilst 
the units were still using the CATPAC system. The comments 
may therefore be subject to a "Hawthorne Effect". This is 
where the respondents may be responding more positively in 
the short term to the changes, apparently because people 
like being the focus of the unit management and the
researchers attention. Unfortunately a post-test
questionnaire follow up, three to six months after the work 
was completed, to test for this Hawthorne Effect, was not
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possible owing to the movement of not only the project team 
but of the principals involved in the case study units.
6.3.1 Qualitative Observations
These research observations are the result of detailed 
unstructured interviews, subjected to a qualitative analysis 
that looked for any significant patterns. The method 
followed was that suggested by Patton(2 ) of a standardised 
open ended interview as opposed to the informal conservation 
or the general interview guide approaches. In this method a 
set of carefully worded and arranged questions were
determined and each of the twelve interviewees guided 
through the same sequence of questions using essentially the 
same wording. The rationale in adopting this method was to 
minimise variations in the questions and obtain data that, 
was systematic and thorough. The interview was therefore 
highly focused into the areas of questioning shown in Table 
6-1. Areas discussed and agreed between the researcher and 
the project team.
Notes were taken by the researcher during the
interviews and transcribed in more detail after each
separate interview had taken place. Once all of the 
interviews were complete the data was systematically
collated into the following emerging categories.
* Personal bias.
* Anxiety.
* Anger.
* Politics.
* Lack of awareness.
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Table 6-1 
Focused Areas of Questioning
How did participants feel about computers before 
CATPAC was introduced?
How did that differ from what they felt now?
Had the computer made any significant differences 
to their work habits?
With the benefit of their experience did they 
have any suggestions for the future training of 
personnel?
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These patterns and groups of related comments provide 
an independent overview of the project and its impact. The 
users' comments are an interesting insight into the
acceptance of the new technology and were taken from the 
broadest base of opinion.
The rationale of using an independent woman researcher, 
was one of employing expertise that bore no overt symbol of 
organisational rank or status, no involvement or direct 
relationship with the project. The danger inherent in
formal interviews undertaken by an individual with an
organisational status, is one of a reiteration of the
perceived required organisations response. This is
exemplified in this quote from a user...
"We put some points to CATPAC, they was always asking
and they listened, but perhaps we never said enough."
Each interview lasted at least 30 minutes and the 
research technique adopted is one widely used in qualitative 
evaluation. . It is recognised that such interviews provide 
only a limited source of data because participants can only 
report their perceptions and perspectives on what has taken 
place.
From the analysis and evaluation of the transcripts of 
the interviews, the first significant pattern related to the 
first two levels of inquiry, that of the acceptance or non- 
acceptance of the new technology. The feelings recorded 
ranged from panic.....
"I had the feeling of "Help". I'd had no involvement
so I went home and asked my son." (Master Chef)
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to inadequacy
"Everybody was using two fingers and I was just using 
one - I was a lot slower than them." (Ration Storeman)
However this initial concern can with familiarity be 
transferred to enthusiasm....
"Take the ration account for example. I've just closed 
the months account and it would take my clerk one and a 
half days to type it out on all the forms. The 
computer can do it in 10 minutes and more accurately." 
(Messing Officer)
One point to emerge in the rate of acceptance was the more 
flexible attitude adopted by the female staff, contrast.....
"I got myself a separate boxfile for it and fed in all 
the accounts. I got everything ready as far as I 
could." (Female Ration Clerk)
with
"If you've been doing the job the same way for 25 
years, there can't be any reason to change." (Ration 
Storeman)
and
"You should talk to SGT B, he was very anti the 
computer... He is an old soldier type and he couldn't 
see that it was going to make any difference at all."
Given that personal acceptance varied dependent on the 
individual, the rate of acceptance within the organisation 
was dependent on the attitude of the units' senior catering
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management. Lack of enthusiasm and commitment at the top 
easily leads to lame excuses being used by the subordinates 
to explain their individual lack of progress. Their rank 
may be lower but their perception of the "bosses" views are 
very acute.....
".......he was about to leave the unit, and was open
minded, but couldn't see any advantages."
Enthusiasm was shown by the younger and more adaptable 
staff, and this enthusiasm overcame the anxieties and fears 
inherent in adapting to a new technology. In these 
situations the machine was quickly fully utilised. Where 
the enthusiasm or potential enthusiasm from subordinate 
staff was not matched by a commitment from the senior staff, 
senior staff instead of harnessing that enthusiasm and 
knowledge and wanting to become part of it, seemed initially 
unwilling to accept the new challenge.
"The Master Chef wasn't too keen on it, he won't use
it... probably because he's of the older generation."
(Ration Clerk)
However the advantages in the work routines where 
planning and costing activities were concerned were 
acknowledged by even the most diffident.
On the limited data available it is difficult to 
speculate on a speed of acceptance quotient . that could hold 
true for either rank, age or sex. What can be stated as 
analysed from the data is that -
* The women interviewed were more open and willing
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to accept the new technology, as a means of 
enhancing their current job and its status.
* The more adaptable the individual the faster the 
acceptance
* With even the most diffident person encountered, a 
realisation is reached through time, although that 
time varies enormously, that the computer is a 
tool for management and provides them as a manager 
with valuable information. Once that point is 
reached, and the inherent fears of new technology 
are overcome, a commitment to the new system can 
develop that can be almost zealous
"He is like a new man, he even has more sparkle in his
voice." (Clerical Officer)
"The more familiar you get with it the more you want to
go on testing its limits." (Master Chef)
It is recognised that this analysis is based on very 
limited data and that from the literature search undertaken
no major research studies can be quoted to support the
assertion that women are more willing to accept new 
technology. Clutterbuck and Hill (3 ) do however point to a 
predicted change in status in clerical work as one of the 
benefits of introducing Information Technology into an 
office environment. This as with these findings is linked 
to a change in status and to more varied work. The 
postulation that the more adaptable the individual the 
faster the acceptance is supported by the findings in the 
KMG Thomson McLintock report on Office Automation prepared
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for the Department of Trade(4 ). No correlation between age 
and acceptance was found by either this or the KMG Thomson 
McLintock studies.
Training is obviously the essential requirement to 
ensure that personal acceptance is achieved as quickly as 
possible. Those participants interviewed were clear that 
training preferably away from the working environment was 
critical, as one said.....
"CATPAC didn't have an easy job, trying to explain a 
computer to someone who knew nothing about it." 
(Ration Storeman)
and
"A week's course would be better for all those 
personnel concerned with a regiment. It's better to 
take them out of their unit because of demands and 
interruptions, they interfere with the instructions." 
(Messing Officer)
The method of introducing computers into the work place is 
obviously critical to its eventual success. Given a 
structured training system with the necessary management 
commitment and impetus the systems introduction can quickly 
dispel fears and anxiety and replace them with enthusiasm. 
Once that is achieved the commitment of the participants was 
touching in its sincerity.....
"It was a good thing to be involved with."
"The trial has finished now and I do feel an element of 
satisfaction - our personal contributions have been 
incorporated into the program and the sooner it comes 
back the better."
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"Computers are coming, so as catering managers we must 
accept them and get on with learning about them. It's 
the way forward and the sooner we get the knowledge the 
better."
6.3.2 Quantitative Observations
6.3.2.1 Changes in Attitude
This analysis is based on the response to the
questionnaire shown at Annex F both pre and post
installation. The sample size of 51 respondents across the 
units indicated a close correlation between the rank
structure of those respondents compared to that of the total 
catering function. This is represented at Fig 6-1. The 
relationship by age is shown at Fig 6-2. It was noted that 
13.46% of respondents were female against the Army average 
of 8.75%, indicating a higher proportion than would be 
expected in a totally representative sample. It is
suggested that this has arisen due to the restrictions on 
the employment of females to mainly the UK in static and 
training establishments. Given the size of the
representative sample no correlations could be established 
in the responses in terms of rank, sex, age or position 
held.
It should be noted that the data recorded has not been 
subject to a sophisticated statistical analysis
technique,but has been analysed using an external validation 
software package (Ex-Val) and a spreadsheet program. The 
intention was not to provide a detailed quantitative survey 
but to use a quantitative technique to both complement and 
support the descriptive qualitative approach.
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Figure 6-1 
Rank Structure of Respondents
Bank Structure of Respondents
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Figure 6-2 
Age of Respondents
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The scale used for the two major components of the 
questionnaire was a five point hedonic scale. In the first 
component respondents were asked to record against each 
question a value for the adjectival phrase that most closely 
recorded their feelings and in the second component to 
record against a five point scale from Strongly Agree [1] to 
Strongly Disagree [5] their views about the specific 
statement. In both cases the value 3 was used as a neutral 
response.
The analysis is correlated into two components showing 
the Mean and standard deviations of both the pre and post 
implementation responses. Table 6-2 relates to the
adjectival phrases and Table 6-3 the agree/disagree 
statements. In both tables the mean values were compared to 
access the statistical significance of the recorded 
variances in responses pre and post implementation. The 
technique used was based on calculating the value of the 
Standard Error (SE) for each response and then using the 
resultant values in the formula as described by Conway (5 ) 
viz:
</■ SEl2 + SE22 ) x 2 
to provide the comparator against the difference in means.
As will be noted from both Tables 6-2 and 6-3 only one 
response was calculated as having a significance at the 95% 
level.
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Table 6-2
Analysis of Responses by Adjectival Phrase
Computers Are:
111 (51
Pre-Installation 
Mean SD
Post Installation 
Mean SD
Diff in 
Means
SE 1 SE 2
Stimulating-Dull 2.647 .762 2.272 .782 .375 “ 107 "T II o
Adaptable-Unadaptable 2.176 .785 1.893 .728 .283 .110 .102
Conventional-Unusual 2.373 .949 2.108 .919 .265 .133 .129
Fun-Dreary 2.333 .878 2.013 .901 .320 .123 .126
Noisy-Quiet 3.451 .935 3.769 .987 -.318 .131 .138
Predictable-Haphazard 2.373 .907 1.791 .906 .582 .127 .127
Easy-Difficult 3.173 .864 2.304 .846 .869 .121 .118
Personal-Impersonal 3.373 .969 2.983 .967 .390 .136 .135
Complicated-Simple 2.314 .874 2.098 .864 .216 .122 .121
Weak-Powerful 3.588 .911 3.876 .931 -.288 .128 .130
Formal-Informal 2.706 1.035 2.546 .973 .160 .145 .136
Organised-Unorganised 1.846 .937 1.752 1.041 .094 .131 .146
Hindering-Helpfull 3.980 1.163 4.483 1.045 -.503 .163 .146
Demanding-Obliging 2.961 1.171 3.316 1.161 -.355 .164 .163
Intelligent-Simple 2.314 1.180 2.206 1.087 .108 .165 .152
Cooperative-Obstinate 2.196 .991 1.907 .932 .289 .139 .131
Precise-Inexact 1.980 1.038 1.696 1.085 .284 .145 .152
Affordable-Costly 3.431 1.071 3.368 1.057 .063 .150 .148
Desirable-Undesirable 2.725 .842 2.103 .897 .622 .118 .126
Patient-Impatient 2.236 .962 2.173 .963 .063 .135 .135
Systematic-Random 2.078 1.026 1.849 .993 .229 .144 .139
Dependable-Undependable 2.216 .976 1.987 .988 .229 .137 .138
Flexible-Rigid 2.255 1.045 1.836 .931 .419 .146 .130
Disgusting-Pleasing 3.373 .816 3.618 .906 -.245 .114 .127
Threatening-Pacifying 2.902 .773 3.098 .736 -.196 .108 .103
Trustworthy-Untrustworthy 2.353 .925 2.225 .910 .128 .130 .127
Challenging-Mundane 2.078 1.026 1.896 1.035 .182 .144 .145
Clear-Confusing 2.686 1.075 2.341 1.087 .345 .151 .152
Frustrating-Satisfying 2.725 1.049 2.821 1.041 -.096 .147 .146
Effective-Ineffective 1.824 .785 1.597 .786 .227 .110 .110
Infallible-Fallible 2.882 .921 2.810 .901 .072 .129 .126
Bossy-Obedient 3.667 1.042 4.236 .989 -.569 .146 .138
Cold-Warm 2.765 .962 2.727 .906 .038 .135 .127
Dominant-Submissive 3.078 .836 3.316 .803 -.238 .117 .112
Efficient-Inefficient 1.922 .987 1.589 .907 .333 .138 .127
Enjoyable-Unpleasant 2.451 .801 2.013 .769 .438 .112 .108
Past-Slow 1.824 1.023 1.519 1.017 .305 .143 .142
Humanising-Dehumanising 3.098 .823 3.032 .814 .066 .115 .114
Forgiving-Unforgiving 3.059 .669 3.249 .701 -.190 .094 .098
Reliable-Unreliable 2.137 .793 1.897 .798 .240 .111 .112
Friendly-Unfriendly 2.961 .862 2.431 .863 .530 .121 .121
Helpful-Unhelpful 1.961 .928 1.787 .913 .174 .130 .128
Refreshing-Degrading 2.686 .671 2.343 .607 .343 .094 .085
95%
Significance
Significant
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Table 6-3
Analysis of Responses - Agree/Disagree
Strongly Strongly 
Agree 111 Disgreel5]
Pre-Installation 
Mean SD
Post Installation 
Mean SD
Diff in 
Means
SE 1 SE 2 95%
Significance
.Computers can simplify 
complex problems 2.196 1.010 1.843 .901 .353 .141 .126
.Computers capabilities 
for speed are often 
overestimated 2.549 1.035 2.726 .986 -.177 .145 .138
.To learn to use a compute 
r you must learn a special 
language 3.020 1.146 2.801 1.014 .219 .160 .142
.My subordinates would 
not cooperate with a comp 
uter based system 3.275 1.000 3.894 .838 -.619 .140 .117
.The files on my computer 
can be wiped out uninten 
tionally 2.765 1.040 2.396 1.031 .369 .146 .144
.Society relies to heavily 
on computers 2.627 1.028 2.787 1.021 -.160 .144 .143
.Most Hotel guests think 
that computers make hotels 
efficient 3.020 .828 2.916 .739 .104 .116 .103
.More computers would 
be helpful in my work 3.078 .946 2.097 .816 .981 .132 .114
.It is easier to make 
silly mistakes when work­
ing with a computer 2.677 .907 2.679 .896 -.002 .127 .125
.It takes longer to train 
new people if computers 
are used 2.745 .860 2.601 .863 .144 .120 .121
.Computers do not the 
jargon of the catering 
industry 2.824 .944 3.276 .913 -.452 .132 .128
.My Boss does not believe 
that computers will impro­
ve business performance 3.294 .996 3.781 .915 -.487 .139 .128
.It is harder to make 
changes when computers are 
used 2.863 1.067 2.154 .939 .709 .149 .131
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Table 6-3 continued 
Analysis of Responses - Agree/Disagree
Strongly Strongly Pre-Installation Post Installation Diff in SE 1 SE 2 95%
Agree [11 Disgree(51 Mean SD Mean SD Mean Significance
.The monetary benefits of
computers more than
offset any disadvantage 2.451 .726 2.139 .698 .312 .102 .098
.Computers should be used
mostly by secretaries &
clerks 2.980 1.057 3.217 .936 -.237 .148 .131
.The decisions I make are
too complicated for a
computer 3.255 .987 3.568 .901 -.313 .138 .126
.Short of physical viol­
ence you cannot damage
a Computer 3.176 1.183 3.714 .998 -.538 .166 .140
.Catering managers should
be trained more in the
use of computers 2.176 .809 1.796 .798 .380 .113 .112
.The limitations of using
computers lie in with
the managers not the
machine 2.294 .870 2.171 .796 .123 .122 .111
.Computers will make jobs
in the catering industry
less interesting 2.706 1.072 3.138 .987 -.432 .150 .138
.Computers save a lot
of time 2.157 .801 1.701 .761 .456 .112 .107
.The use of computers
should make my job
more enjoyable 3.078 .987 2.563 .897 .515 .138 .126
.If a computer were used
some people in my company
would lose their jobs 2.902 1.034 3.241 1.023 -.339 .145 .143
.Companies that use .
computers are more
efficient 2.667 1.003 1.835 .906 .832 .140 .127
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i - *
Whilst no statistically significant conclusions can be 
drawn from the quantitative analysis on any shifts in 
attitudes, the initial views tended towards a positive 
consideration of computers as tools and the role they could 
play, exemplified by the tendency for the respondents to 
consider computers as
organised, effective, efficient, precise, fast,
helpful, powerful and obedient.
They did also however have a tendency to view computers 
initially as
impersonal, costly, submissive and dehumanising.
views that although mitigated slightly were still maintained 
post installation. Perhaps the most interesting observation 
was the general disagreement to the view that the decisions 
the respondents made were too complicated for a computer 
supported by the tendency to the view post installation that 
more computers would be helpful in the job.
The absence of any statistical significance in the 
qualitative analysis is considered as disappointing when 
viewed against the nature of the individual qualitative 
judgements voiced to the independent researcher in face to 
face interviews. Consideration has been given to the 
problems caused by administering the questionnaire by a 
member of the project team, in that the responses may not 
wholly reflect the individual's views but their perception 
of the organisations views in support of the project team. 
Hence the lack of any significant recorded shift in
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attitude.
The difficulties of administering questionnaires to 
groups within the Army, by Army personnel who represent the 
norms and culture of the organisation, has been recognised 
by those agencies responsible for the validation of 
training. Again, as with this work, difficulties have been 
experienced in obtaining data that would be considered 
representative opinion, in that respondents appear concerned 
that if they deviate from a neutral response or their 
perception of the required response, they will be noted as
not conforming and therefore not rewarded by advancement
within the bureaucratic structure. This would appear to 
demonstrate that such questionnaires are viewed as a 
"formal", physical record and therefore its completion 
should conform to the organisations views. Interviews or 
discussions are "informal" and therefore personal views 
can be expressed. No specific evidence can be cited to 
support this, but clearly in any similar research the 
identification of a questionnaire directly with the
controlling organisation should be avoided.
Although no statistically significant changes in
attitudes towards a positive view of computers can be drawn 
from the comparative data, all responses however 
statistically insignificant did move towards a more positive 
response as Tables 6-2 and 6-3 indicate.
Blauner (6 ) in his work Alienation and Freedom, 
assesses the influence of production technology on the 
organisation of work and on the behaviour and attitudes of 
workers. In this Blauner considers workers attitudes as a
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valid measure of their.level of alienation, where alienation 
is defined as
"A general syndrome made up of differing objective 
conditions and differing feeling and states which 
emerge from certain relationships between workers and 
socio-technical setting of employment.'’
In this context Blauner describes objective conditions 
as the technology employed and subjective feelings as the 
attitudes towards work. He sees production technology as 
the major factor influencing the alienation that workers 
experience. Thus in Blauners terms if workers express 
satisfaction with their work they are not alienated. This 
position is somewhat counter to that of Braverman (7 ) who 
propounds the Marxian view that workers in a capitalist 
society are automatically alienated because of their 
objective position in the relations of production.
While Blauner admits that technology does not entirely 
shape the nature of work he does suggest that technology is 
the major factor influencing the behaviour and attitudes of 
workers. On this premise it could be argued, in the CATPAC 
context that as the introduction of computer technology did 
not increase alienation (the data indicates a marginally 
positive shift in attitude) therefore by inference did not 
decrease satisfaction it was readily absorbed and accepted 
into the socio-technical structure of the work group.
Blauner's study and conclusions can be criticised on a 
number of points and indeed Goldthorpe and Lockwood (s ) in 
their study of car workers in Luton, questioned the 
importance given by Blauner to technology in shaping
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attitudes and behaviour. Wedderburn and Crompton (9 ) in 
their research on a large chemical complex in North East 
England provided some support, and a balance, between both 
views. Whilst they conclude that workers attitudes are not 
solely accounted for by production technology aspects of 
work related behaviour are influenced by it.
In reviewing the conclusions of these studies in 
comparison with the recorded attitudes towards the CATPAC 
system, it is possible to suggest that the system did 
influence the production technology but that that influence 
did not lead to a decrease in job satisfaction nor therefore 
inter alia an increase in alienation.
6.3.2.2 Activity Log - Analysis
The activities logs of all the trial units were 
analysed to determine the type of transaction undertaken on 
the CATPAC system. These were considered in terms of the 
frequency of the activity undertaken, the actual number of
computer transactions involved and the main and secondary 
users for that type of activity.
The results of this analysis are shown in Table 6-4.
The values shown for the maximum and minimum number of
transactions were measured across all the units during a
three month period. The maximum number of transactions 
related to maintaining ingredients and recipes reflected the 
initial modifications required to the unit database. The 
average number of transactions were measured once the system 
was fully operational and indicates routine amendments once 
the database had been validated.
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Table 6-4 
Activity Analysis
Frequency Transaction 
Max Min Av
Main
User
2nd
User
1. Maintaining Locations/Suppliers Weekly 20 4 6 Ration Clerk Master Chef
2. Maintainign Ingredients Weekly 400 6 9 Ration Clerk Master Chef
3. Maintaining Receipts Weekly 400 2 3 Master Chef Various
4. Recipe Explosion Daily 120 60 90 Various Various
5. Experimental Recipes Various - - - Training Various
6. Stock Movement (Internal) Daily 70 20 50 Ration Clerk Ration Storeman
7. Supplier Transactions Daily 120 40 90 Ration Clerk Ration Storeman
8. Dish Manufacture Daily 120 60 90 Various Various
9. Stocktake and Period Ends 3 Monthly - - - Master Chef -
10. Transaction Archive 4 Monthly - - - Ration Clerk Master Chef
11. Management Reports Various - - - - -
12. Maintain Account Parameters Monthly 30 8 30 Ration Clerk Ration Storeman
13. Entering Data Daily 36 24 30 Ration Clerk Ration Storeman
14. Printing Reports Daily - - - Various -
15. Management Information Daily - - - Various -
16. Security Copying Daily Ration Clerk Various
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Other interesting observations drawn from the same
Table show the distinction between the users for the 
different types of activities with the Master Chef and
Ration Clerk/Storeman clearly the main users of the system.
6.3.2.3 Reductions in Printing Costs
The analysis of the manual accounting and control 
system described in chapter 3 revealed that the system 
relies heavily of the use of pre-printed Army forms. As the 
CATPAC output documents replaced those forms the trial units 
ceased to use the Army forms. Savings in printing costs 
could therefore be directly attributed to the introduction 
of the CATPAC system. The analysis of the volume of forms 
used in the manual system and reported in chapter 5 was used
as the basis of an extrapolation to project the potential
order of annual savings across the Army and are shown in 
Table 6-5. The estimated costs of the computer paper used 
in replacing these forms was offset against these savings.
6.4 Practical Implications
The CATPAC system onte implemented became the knowledge 
source for the unit catering management. The previous ad 
hoc approach was replaced by a more structured logical 
operation in which information began to play an increasingly 
major role in the management decision process. The concept 
of an integrated database as the focus for the food stock 
management and recipes drew attention to the interdependence 
of ingredients to recipes and the inefficient storage and 
buying techniques that were previously employed. This
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Table 6-5 
Printing Costs
Forms Annual Usage Production
Costs
Cost
£
AFP 265 140,350 £77/5000 2161.39
AFF 757 2,100 x 100 77p/100 1245.09
AFF 7751 289,150 £1.55/100 2891.50
AFF 7757 2,814 x 100 £1.14/100 3207.96
AFF 7764 15,066 x 100 26.5p/100 3992.49
AFF 7765 2641 x 50 60.8p/100 748.14
AFF 9723 148 x 100 71p/100 105.08
AFF 9724 3,296 x 100 77.5p/100 2554.40
BAOR F 635 150,000 £11/100 16500.00
UNIT DEVISED 1,213,800 £11/100 133518.00
PRINTING COSTS 166933.05
COMPUTER PAPER 20217.00
POTENTIAL SAVINGS 146716.05
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recognition led to a change in attitude between the 
providers of the food and the chefs, a relationship that 
traditionally was one of conflict. Now it is recognised
that if the stores requisition is insufficient for the
proposed volume of production the fault must lie with the
recipes, an area entirely the province of the chefs. In
this way not only the Master Chef but all of his
subordinates can be perceived to be exercising a greater
degree of control on all aspects of the planning and
provisioning activity.
The provision of this type of information at the 
operating level had other practical implications in terras of 
the financial awareness of costs of production. Not only
were the ingredient costs provided to the chefs but also the 
recipe and meal costs related to the forecast production 
requirements. For the first time in the history of Army
catering the chef was able to consider the costs of 
production prior to that production taking place and apply 
his professional judgement in terms of costs against
projected income. Many examples were cited by units of the 
implications of this information and the changes in 
procedures that resulted. In addition to the internal
management of the unit, the provision of financial
information has provided a much more questioning attitude
amongst the Messing officers and master Chefs as to the
basis of the calculation of the DMR.
It became obvious to the users that the unit meal costs 
were considerably in excess of the allowances and that the
only method of maintaining their type of feeding pattern was 
related to the meal absences. The most often quoted
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examples related to the cost of breakfast and packed meals. 
Breakfast is considered as the third meal of the day with an 
allowance of 15% of the DMR. Assuming the DMR to be £1 this 
would relate to a breakfast per capita food cost of 15p. 
The average breakfast cost of all four units on the same 
basis was 53p. Packed meals attracted an allowance of 20p 
yet the cost of provision was averaged at 58p to provide the 
type of meal expected by the individual, the Array Catering 
Service and the Army as a whole. This awakening of 
awareness and the communication of these factors to the
Army*s Catering Service has and will continue, as the system 
becomes implemented, to force consideration to changes in 
the method of calculating the DMR. Discussions have taken 
place between all of the relevant agencies and it is clear 
that pressure from units will continue to cause a more 
equable system of calculation and distribution of
entitlement to unit catering income.
At the technical level the use of the information as 
the basis for planning was an indication of the use of the 
system as the focus for certain decision activities. These 
again were related to the financial considerations for 
exercise and function planning and centred on the provision 
of a range of alternative choices within financial 
constraints. Aspects of provisioning were also affected at 
this level where buying decisions were now made on the basis 
of projected entitlement to income to ensure the unit
accounts were maintained within the balance required by the
accounting regulations.
Such examples of the practical implications also relate 
to the material resources primarily food stocks. The
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rationalisation and reduction of food stocks reduced the 
value of the unit stores holdings and the volume of stores 
transactions. . The consequences of this were a reduction in 
the storeman/clerks tasks related to the stores control 
function. This reduction in one set of tasks and a change 
of status has led to a closed relationship as an important 
element of the management team. As the provider of routine 
and exception reports related to the costs of food items and 
the balances of the unit accounts, the storeman/clerk's 
activities have moved away from basic record keeping towards 
a higher status role as the skilled user of the new 
technology with the ability to provide timely pertinent 
reports to aid the unit catering management in its decision 
activities.
In all of these aspects the nature of the information 
culled from the catering database was unique, novel and 
without precedent in the unit catering management. The 
information provided was being used as the basis for largely 
routine therefore programmable decisions and control at the 
operating level. Evidence did emerge that once confidence 
had been established in the information its value was 
perceived in the longer term tactical planning activities. 
Units planning horizons began to lengthen and the monitoring 
of those plans against performance began to be established 
especially for activities outside of the mainstream catering 
activities and in the realm of exercises and function 
planning. No real evidence emerged from the trial units on 
the use of the information to support decisions at the 
strategic level yet given the timeframe of the project it 
may be unrealistic to expect such evidence to be 
forthcoming. One possible example previously cited could be
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the pressure now being applied to the organisation over the 
viability of the DMR as the basis of income.
In summary one of the major implications has been the 
noted improvements in the efficiency and effectiveness of 
the catering organisation at all levels. As has been cited, 
many of the changes could have arisen without the stimulus 
of the CATPAC system but it was not until CATPAC that the 
catalyst for change was introduced. The implication of this 
more rational disciplined management approach could be to 
suggest a new rationality of management decision making. 
Such inferences should not be drawn other than at the basic 
operating level, where as it has been demonstrated, much of 
the activity has been automated and therefore the areas of 
discretion in decisions enjoyed by for example the Master 
Chef and the Storeman/Clerk have been reduced. The most 
pertinent example of this is when comparing manual and 
CATPAC methods of preparing a stores requisition against a 
menu. In the manual system the Master Chef made out a 
stores requisition prompted by an itemised demand form based 
on his personal judgement of the requirements, not supported 
in any way by reference to the recipes to be used nor the 
quantities of ingredients required. The consequences of 
this decision process were the need to make supplementary 
stores issues once the individual chefs recognised that the 
type or quantity of ingredients issued were insufficient for 
their perception of the production requirement. If the unit 
management adopted the kitchen buffer stock principle it was 
the storeman who exercised his discretion as to the quantity 
of ingredients to be issued irrespective of the menu 
requirements, hence again the need for supplementary issues.
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With the CATPAC system however the stores requisition 
is now a computation of the production requirements against 
the individual recipes to produce an itemised, costed
requisition identifying the consolidated ingredients in 
exact quantities. The Master Chef can exercise limited
discretion in amending the requisition based on the left 
over kitchen stock and his professional judgement. The
parameters of this discretion are now curtailed by the 
presence of an audit trail that relates stores issues to the 
actual recipes produced. If major variances are noted then 
the discretion exercised would be considered outside the 
accepted norms. The user may argue of course that this 
reduces flexibility but the management may counter this by 
suggesting it increases management control and 
accountability.
6.5 Summary of Benefits
At the conclusion of the trials all of the principal 
personalities involved were formally interviewed by MOD 
staff and representatives of the project steering committee. 
During these general interviews users were asked to cite 
benefits that they considered were directly attributable to 
the CATPAC system. The data collected during these
interviews was collated and reported in the CATPAC Full 
Study Report (10). The benefits cited were as follows:
* The accessibility and availability of information 
directly pertinent to the unit catering 
organisation.
* The reduction of loose paper and the discipline
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involved in using a computer rather than manual 
methods. This is reflected in the reduction of 
paper flows throughout the organisation recorded 
where a CATPAC system is implemented.
The accuracy and speed of accounting computations, 
including thee costing associated with issues to 
Messes and special functions.
The adoption and commitment towards unit 
"standard” recipes that has been reflected in a 
raising of the cost and quality consciousness of 
the operation.
The improvements and recognition of the financial 
implications in recipe costs, production costs, 
food stores costs in the maintenance of the unit 
food account.
The improvements in all aspects of food stock 
management, including the financial value of food 
stores and the economic advantages in unit 
centralised purchasing and distribution. This in 
turn is reflected in greater storage efficiencies 
and cash flow benefits associated with a reduction 
in food stock values.
The ability to accurately calculate stores 
requisitions of all required items for any given 
recipe, day, function or exercise and to ensure 
that the cost of such requisitions fall within the 
appropriate entitlement.
(C) P.A. Jones Page 262
CHAPTER 6 CASE STUDIES - AFTER
To record all stores transaction in terms of date 
of issue from and to locations, the cost of such 
transactions and where necessary a cross reference 
to either a suppliers invoice or write-off action.
The reduction in clerical transactions and the 
need for computation and checking of such 
transactions.
The provision of up to date management information 
as a decision support facility or to act as a 
regulating function in maintaining accounts within 
the financial constraints imposed.
The adoption of a more professional management 
focus for the unit catering organisation, moving 
the organisation away from the traditional craft 
constraints towards the adoption of an improved 
management style utilising the latest developments 
in information technology.
The system can provide for the financial 
management controls to be directed to the benefit 
of the customer, the soldier.
The direct improvements in organisational 
efficiency, financial awareness and quality 
standards.
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Table 6-6
Benefits of Introducing Information Technology
Benefits from Other Studies CATPAC Benefit (Y/N)
Individual Effectiveness
Better Job Satisfaction Y
Better Time Utilisation Y
Group Effectiveness
Improved Access to Information Y
Improved Process of Information Y
Improved Distribution of Information Y
Management Control
Improved Quality of Information Y
Improved Speed of Information Processing Y
Improved Timeliness of Information Y
Support to Management Decisions Y
Savinqs
Reductions in Associated Costs Y
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* the changes in organisational procedures and 
practices which improve the accountability and 
fraud prevention aspects of food stock management.
* The interactive ability of any staff inspection or
audit team to undertake the systematic audit 
quickly, accurately and without recourse to 
checking for mathematical error. any audit
procedure could then take the form of a management 
or systems audit, rather than the straight ’’tick 
and turn" currently practised.
These benefits related specifically as they are to the 
CATPAC project can be compared to the general benefits as 
arising from the introduction of Information Technology 
cited by a number of researchers (x x ) (1 2 ) (1 3 ) (1 4 ). Table
6-6 shows that the benefits cited from the other studies 
that can equally be attributed to the CATPAC system.
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CHAPTER 7
7. OBSERVATIONS OF CHANGE AND SUMMARY
7.1 Introduction
This study has above all been an exercise in
understanding, an often uncertain attempt to perceive order 
in the complexity of relating the theoretical assumptions 
made to the practical implications observed within the unit 
catering organisation. This chapter will concentrate on the 
concepts arising from the theoretical to the empirical in
the following areas.
* The relationship of the technology with the
management decisions made within the catering
organisation
* The changes observed arising from the CATPAC
system in relation to:
o The catering database.
o The changes in organisational procedures and
work practices.
o The changes in the tasks associated with the
Messing Officer, Master Chef and
Storeman/Clerk
* The practical benefits arising from access to
pertinent information.
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* The changes in the relationships between power and 
authority within the catering work group.
* The validity of the initial propositions arising 
from the theoretical discussions
The summary will conclude with a discussion on whether 
technology has changed the way people think and make 
decisions and whether or not it is likely to have a lasting 
effect on the management of Army catering.
7.2 Technology and Management Decisions
The introduction of the microcomputer based CATPAC 
system has brought to Army catering a new and developing 
technology that is revolutionary in comparison to the 
traditional craft based skills. This system has prompted a 
reappraisal by the unit catering management of the use of 
information as the basis of operating and taking decisions. 
Although the "irrationality" of management decision making 
is recognised especially in terms of the political 
preferences for the outcome at the tactical and the 
strategic levels, the research has shown that the routine 
decision activities are being conditioned and prompted by 
the provision of relevant management information.
Clearly decisions are now being made post CATPAC by 
considering the information available as opposed to the 
previously noted personal, subjective decisions based on 
experience. This is not to suggest that personal judgements 
do not have a bearing on the outcomes, but that those
(C) P.A. Jones Page 269
CHAPTER 7 OBSERVATIONS OF CHANGE AND SUMMARY
judgements are now significantly influenced by the 
information available. The direct influence of the
information on the decision process is greater at the 
routine clerical operating level and decreases as it is 
filtered out at the tactical and strategic levels.
The provision of this new information not previously 
available to unit catering management has a direct 
relationship with the technology used for its provision. 
Had the technology not been introduced the nature of the 
decision process would have remained unchanged and the 
practical benefits noted as arising from the increased 
provision of information not realised.
7.3 Change Observed
CATPAC has both introduced and acted as the catalyst 
for significant change. Change in the provisioning and 
control systems, changes in organisational procedures and 
work practices and changes in the tasks of the Messing 
Officer, Master Chef and Storeman/Clerk.
7.3.1 The Database
The nature of the unit catering database has now been 
rationalised, co-ordinated and stored in such a way as to be 
automatically updated, cross referenced and centralised into 
one source capable of interactive interrogation by the 
users. Previously the elements that contribute to this
database were diffuse uncoordinated and stored in a variety 
of media making cross referencing or interactive use 
impossible.
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In co-ordinating this database a discipline has been 
imposed on the methods of classifying all of the elements of 
inventory control, unit recipes and record keeping. The 
rationalisation of the database has reduced the value of 
unit stock holdings, identified dead and slow moving stock 
items and encouraged central purchasing in economic pack 
sizes. The recipe index has led to a degree of
standardisation and some reduction in flexibility for the 
individual chefs. The counter argument however is that by 
validating and standardising unit recipes the quality 
control systems have been improved and the defined standard 
is now replicated on every occasion of its production. The 
individual influences and preferences of chefs can be 
incorporated into unit recipes, but the degree of 
variability of production has lessened considerably.
The clerical record keeping elements of the database 
are now minimised and all computation automated. This 
management information now available to the Messing Officer 
and Master Chef has reduced the incidence of accounting 
debit balances and provided a monitoring and control 
mechanism to enable the unit ration account to be maintained 
within balance.
7.3.2 Organisational Procedures and Work Practices
The manual flexible often ad hoc procedures and work 
practices that were characteristic of the traditional craft 
orientated organisation have been changed by the 
introduction of a new technology, that of itself is not part 
of the food production process. The influence of CATPAC on
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the procedures and practices has arisen from the disciplines 
on the management activity that in turn have impinged 
significantly on the levels of discretion enjoyed by the 
chefs. Whilst initially this led to dysfunctions and 
uncertainties, by adopting the participative involvement of 
all of the chefs the work group developed a sense of a 
communal ownership that overrode individual idiosyncrasies.
The organisational procedures are now conforming to 
those required to utilise the computer based system. This 
provided a common framework for the daily procedures 
throughout all of the trial units, a conformity to standard 
procedures that was not demanded previously. Although the 
Army's Catering Service did not previously impose standard 
procedures they have now recognised that conformity Army 
wide can provide some material benefit to the higher 
management structure in addition to the benefits at the unit 
level.
Individual work practices have been conditioned by the 
expected conformity to standard recipes on the part of the 
chefs and a restriction on the Storeman/Clerk by the 
accounting and inventory controls that the system now 
demands. Clearly some "flexibility” and areas of individual 
discretion have been removed and constraints imposed, but 
rather than this leading to conflict within the work group 
the reverse appears to hold true. The conformity to a set 
of group norms has improved the sense of work group 
identity, a sense that is already well developed by the 
nature of the catering tasks performed.
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7.3.3 Changes in Tasks
The detailed tasks that contribute to the job 
descriptions of the principals in the unit catering
operation, the position of Messing Officer, Master Chef and 
Storeman/Clerk have changed significantly. The impact on 
the responsibilities of the Messing Officer have been
significant, but in view of his supervisory role, the tasks
in themselves have not altered dramatically. The other two
positions however have been affected. All of the record 
keeping activities associated with the inventory and 
accounting functions are now made using the CATPAC system, 
tasks that now require albeit at a minimum level the use of 
a keyboard and a VDU as opposed to pen and paper. In 
addition to changing attributes of the task performance the 
technology now used in carrying out those tasks has changed 
the status associated with those tasks. This is most 
notable for the Storeman/Clerk, a job previously of low
status within the unit organisation that now requires a new
set of skills and competences.
For the Master Chef who already held a position of some 
status and influence within the unit, this has again been
enhanced by the direct association with the new technology.
A repertoire of new management techniques haS developed out 
of the new organisational procedures and tasks, techniques 
that now rely on the provision of management information.
7.4 Th£ Benefits of Information
It is in the provision of information to the unit 
catering management team that the major benefits of the
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CATPAC system are acknowledged by the users. Although in 
organisational terms this information provision is still 
largely only being utilised at the routine clerical and 
operating levels, it must be recognised that little or no 
control information was available to management under the 
manual system.' It will still be necessary as the trial 
identified, to encourage users to recognise the value of the 
information they now have available to them and such 
recognition tends to develop with the confidence of the user 
in manipulating the technology. As a direct result of the 
information availability an increased rationality has been 
noted in the routine management decisions. Decisions that 
previously were made subjectively with almost total personal 
discretion are now made taking cognizance of the 
availability of information.
The outstanding example of this is the role of the 
Master Chef in compiling and deciding on his daily menu 
requirements. As the individual and accumulative costs of 
his choices unfold on the screen in front of him, he is now 
able to make objective decisions to balance the cost of 
these choices against his forecast of income, a feature 
never before available. It could be argued that, although 
budgetary constraints have always been a feature of Army 
catering and the food standards are widely considered as 
good, not being aware of costs was not a constraint and may 
indeed have been a benefit. Such an assumption whilst 
perhaps holding true in previous decades is no longer the 
case. The political and economic pressures on the Army and 
the catering function are demanding savings and efficiencies 
now being expressed as financial targets. The provision of 
financial cost information and the heightened awareness of
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budgetary pressures has resulted in the better utilisation 
of the monies available.
7.5 Changes in Power and Authority
In introducing the CATPAC system a new expert power is 
developed within the work group that is centred on the 
skills in using the new technology associated with the 
system. Where the expert power is recognised as being 
directly associated with the hierarchical position power, 
either by those in positions of power becoming experts or by 
the recognised association in the management of the new 
experts, no major long-term conflicts or changes were 
observed. Where however the responsibility for the system 
was devolved below the level of Master Chef, changes in 
power and influence occurred that considerably undermined 
the recognisable authority structure. This situation was
ultimately recovered, but conditions for changes in power 
and authority are created in introducing this system, 
conditions that require careful management if organisational 
dysfunctions are to be avoided. Clearly the method of 
obviating this conflict is to encourage the transfer of 
ownership of the system to a unit "champion” of at least the 
Master Chef level, a technique now adopted with some success 
by the Implementation Team.
7.6 The Initial Propositions
The initial propositions drawn from the theoretical 
considerations as to the projected effect CATPAC would have 
on the unit catering organisation were found to be, in the 
main, true. However, most of the projected effects on the
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stability of the organisation were short lived and stability 
was quickly re-established where a commitment to the success 
of the system was demonstrated by the unit management.
The separate identity of the catering work group, its 
unique culture and separation from the unit that it serves 
strengthens the informal working relationships and allows it 
to exhibit a task orientated culture despite the formal 
bureaucratic structure it works within. This culture has 
demonstrated that it is adaptable and flexible to change, it 
accepts managerial precedent and custom and practice in 
response to change and is prepared to operate outside the 
formal regulations that govern the catering activity.
The propositions relating to changes in the prescribed 
roles and working practices have been demonstrated as 
holding true, as indeed is that of the system forming the 
catalyst for other areas of organisational change.
7.7 Conclusions from the Research
7.7.1 The Fundamental Issues
This study has attempted to research, observe and 
record the impact of the CATPAC system when introduced into 
catering work groups within Army units. It has been 
concerned with the actual effects on the tasks and 
activities related to particular jobs, the changes to 
managerial work and the wider impact on the organisation.
The speculative literature regarding the effects of 
computers is vast but Robey (x ) suggests in his review of
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the literature that four basic positions can be established 
in terms of the effects on the organisation.
* Computers lead to greater organisational 
centralisation.
* Computers lead to greater decentralisation.
* Computers have no effect on an organisation 
structure.
* The computers impact is moderated by other 
influences.
In this review the work of Leavitt and Whisler (2 ) is 
considered as proponents of the centralisation view. Whilst 
Anshen (3 ) and Burlingame (4 ) are cited as representative of 
the decentralisation school. As Robey suggests few writers 
support the view that computers have no impact and he puts 
forward the case that any impact is moderated by the other 
causal variables in the organisations task environment.
The findings of this research would tend towards 
Robey's view. The CATPAC System has induced change, it has 
impacted on jobs, work systems and practices and the nature 
of the managerial work. The changes it has induced are not 
a direct result of the introduction of new technology but of 
the acceptance of that technology as a new tool in the 
management of Army feeding.
The wider conditions for that acceptance were conducive 
to change. The political support was present, the
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enthusiasm the commitment to the project*s success clearly 
stimulated acceptance within the units catering 
organisations. This research has not attempted to quantify 
the effects of those causal conditions but to identify the 
effects arising and discuss some of the implications for the 
Army's Catering Service.
7.7.2 Main Lessons Learnt
7.7.2.1 Critical Factors for Success
The unit trials were considered by both the units and 
the Army to be a success. The major factors that
contributed to that success have been identified in the 
research as:
* The shared ownership of the CATPAC system between 
the project team and the individual users.
* The participation of the users in the refinement
and development of the system.
* The emergence of a "champion" whose enthusiasm and
commitment ensured the systems success.
7.7.2.2 Users attitudes to the New Technology
No significant changes in attitude to the technology 
can be identified from the quantitative research from pre to 
post implementation. The acceptance of the system without 
inducing feelings of alienation would seem to indicate a 
group predisposition to acceptance. No particular
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correlations could be shown that would indicate a 
predisposition of any single category or group of 
individuals to a positive view of computers other than 
enthusiasm.
7.7.2.3 Changes in Work Practices and Organisational 
Procedures
It is in this area that the most noticeable impact has 
been recorded. The overall effect has been to reduce an 
element of individual flexibility and discretion by the 
imposition of more systematic organisational procedures. 
Procedures that as part of a computer based system were more 
disciplined and organisationally difficult to circumvent.
7.7.2.4 Benefits to Management
The major benefits to management that have been shown 
to impact on the nature of management's work centre on 
CATPAC as a management information system. By consolidating 
data on the key materiel variables in the catering 
organisation into an accessible database, timely and 
relevant information was available to assist in the 
management's initiating, monitoring and control tasks. The 
CATPAC system fulfilled the criteria of increasing the 
knowledge level of the recipient and provided support to the 
management decision making activities at the operating and 
tactical levels. It was not possible given the constraints 
of the project to quantify the effects of the provision of 
this information on the decision activity itself. From the 
observed reactions and users comments,- decisions were 
clearly beginning to be influenced by the availability of
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information but no conclusions can be drawn as to the long 
term effects of this on the individual's management decision 
process.
7.7.3 Weaknesses in the Research
A number of weaknesses can be highlighted in the 
conduct of this research. Weaknesses in terms of the 
limited span of the work from which to consider the 
potential Army wide implications. The case study approach 
following a qualitative rather than quantitative methodology 
could be considered a weakness by some observers, as could 
the use of a small sample in investigating the users' 
attitudes to computers. The major weakness or more properly 
put, difficulty, in carrying out the research was the 
participant role of the project team. A role dictated by 
the Army's needs and unavoidable in view of the very nature 
of the CATPAC project. This study has attempted to describe
the research and the findings objectively but it is
recognised that objectivity in this context is a matter of 
perception.
7.7.4 Implications for Further Research
The use of microcomputer based information systems to 
support Army units' logistic and administrative functions 
has been recognised by the Army as a major area in the
future investment in Information Technology.
The CATPAC project was one of the first such systems to 
be installed in Army units. In view of this, further
research is required to review actual long term Army wide
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effects against the findings of this study. Particular 
areas of research should include:
* The implications of the management of this new
technology on the Army's Catering Service rather 
than at unit level.
* Has the provision of more accurate and useful 
management information at the unit level affected 
the way in which Army catering is regulated and
controlled.
* An Army wide quantification of actual savings
directly attributable to CATPAC.
* Longer term effects in job content and job
satisfaction of the catering work group.
* Were the observed changes in organisational task 
culture and structure part induced by the CATPAC 
system or would the wider task environment have 
resulted dynamically from such changes.
7.8 Summary
As a management information system, CATPAC has 
introduced to management the concept of information as the 
basis for decision making. It has created the awareness of 
the materiel costs involved in feeding the soldier and 
encouraged a more questioning attitude to both how the 
monies available are distributed and to how the more 
effective use of information can benefit the service the
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caterer provides the soldier. It has changed the way the 
catering organisation and the individuals within it think 
and make decisions. It has conditioned the decision 
process, introduced strictures and controls, made the 
management more accountable and reduced the opportunity for 
individual discretion. Yet despite this it is accepted and 
welcomed as a significant advancement and of real benefit to 
the caterer.
In view of the sheer size of the deployment of the 
system in its final version, to every self accounting unit 
in the Army, the long term and lasting effects will be to 
revolutionise the management of Army feeding. This will 
impact not only on the procedures, practices and disciplines 
of the unit themselves but on the management and 
responsibilities of the Army's catering service throughout 
its structure. It will act as a data capture device for 
higher management information systems and therefore by 
implication begin to impact on the long term strategic 
planning for the organisation as a whole. It has created an 
awareness of the power of the microcomputer that in turn is 
prompting further systems developments within the catering 
function, but perhaps most importantly it has fostered the 
development of a new and valuable expertise in the use of 
microcomputer systems. An expertise that when associated 
with the management awareness of the value of information 
has given the Army Catering Corps a credibility in this 
emerging field that is recognised throughout the Army and 
the Hospitality industry at large. It may be that the 
CATPAC system will now act as the catalyst for the catering 
industry to recognise the advantages and benefits that this 
fairly meagre financial investment in technology can bring.
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The introduction of what is perceived by the users as 
"high technology" contrasts sharply with the accepted view 
of catering as a low technology industry. The use of a 
microcomputer system in direct support of the management of 
unit catering has influenced both the perceptions of 
technology in general and the status of the work group. As 
one commanding officer succinctly put it
"It brings chefs very much into the 20th Century."
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TERMS OF REFERENCE FOR 
THE FULL STUDY OF 
PROJECT CATPAC
The Application of Microcomputers to Army Feeding Management 
INTRODUCTION
1. a. The CATPAC project Team is to study the requirement for
micro-computer facilities within the unit catering 
organisation. The study is to develop the needs as 
identified in the Preliminary Study Report (PSR)- and to 
produce a Full Study Report (FSR) in accordance with JSP .343 
Vol 2.
b. The team is to report on the current accounting and 
administrative support procedures adopted by the Army in the 
management of its feeding, and to identify the means by 
which a micro-computer based catering management information 
system could assist in that management task at unit level.
THE STUDY
2. The team is to determine:
a. The potential scope of systems implementation.
b. The equipment requirement on an Army wide basis.
c. A project 'cost benefit analysis' of Army wide costs
and benefits that could accrue fom systems implementation 
over a 10 year period. The cost benefit analysis should 
where possible quantify the benefits accruing from the more
effective utilisation of manpower and resources in addition
to any direct savings identified.
3. The Team is to study the following options for full scale 
implementation and recommend accordingly:
a. Purchase of copyright of systems software with
subsequent development to meet Army requirements.
b. Off-the-shelf options.
4. The implications of the following current micro-computer 
projects are to be included in the study:
a . PAMPAS
b. SCRIBE
c. Unit 'Q' Study (AQUAS)
d. Potential enhancements to, and interface with other
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compatible systems.
5. The team is to take note of the (OR24) guidelines for m i cro­
computer systems architecture,' and ensure that in reommending 
equipment for full-scale Implementation these guidelines are
complied with.
6 . Input to the study will be invited from the Royal Navy and
the RAF to determine the potential for Tri-Service cooperation 
for future catering information systems.
TRIAL
7. The Project Team is to conduct a trial, concurrent with the 
study and is to produce a trial report as part of the FSR.
Trial units are to be selected within North East District and are
to include at least a field force unit, a large training unit and 
a minor unit.
8 . With the agreement of AMD1 a trial system will be installed
in the Duchess of Kent Military Hospital, to determine the
specific application to Military Hospitals.
9. The team is to identify as the results of the trial:
a. The advantages to the unit catering organisation of a
micro-computer based Catering Information System.
b. Training requirements and related costs.
c. A development plan and outline timetable for the
provision of micro-computer facilities to meet the
requirement as identified in the FSR.
REPORT DATE
10.
a. The trial equipment is to be procured and available to 
the Project Team by as soon as possible after Sep 83.
b. The trial will commence after data capture in Mar 84.
c. An interim progress report is to be presented to the
Steering Committee 6 months from commencement of the
trial.
d. The team is to present the FSR for approval by the 
Steering Committee in Dec 84.
PROJECT STEERING COMMITTEE
11. This committe is to consist of:
Chairman - Col HQ DACC
ANNEXURES
Members - Log Sec 1
- DACD - Assignment Officer (Mr G Lendrum)
Q (Org)
OR 2 4 
AMD 1 
Ord 2
ACC 2 - Secretary
- Project Team Leader - Maj P A Jones ACC
IASU3
DFSD
AD CAT 2 (RAF)
The following may be co-opted members as required:
DGMA
CCTA
PROJECT TEAM
12. The Project Team is to consist of:
Team Leader - Maj P A JONES BSc ACC
- Lt J A NORTON ACC
- W01 J G ROBSON RAOC
Specific specialist advice will be available to the team from -
a. Technical Support Officer to be nominated by CCTA
b. CCTA Micro-support Wing
c. DGMA
Additional specialist advisers may be co-opted as this becomes 
necessary.
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COMMERCIAL IN CONFIDENCE
(When Completed)
PROJECT CATPAC 
HARDWARE PROPOSAL EVALUATION
NAME OF PROPOSER:
Mark Weighting 
(0 to 5) (1 to 5)
GENERAL (Paras 1 to 2).
A. Overall Impression of Proposal
2. Credibility of Supplier 
SUPPORT & MAINTENANCE (Paras 3 to 4). 
Worldwide Support:
a. Hardware Support - 
Consider:
Supplier maintained or 
sub-contracted.
If sub-contracted experience 
with system.
Is maintenance split between 
supplier and sub-contractor.
b. System Software Support - 
Consider:
Operating system support.
HAIBAS support.
c. Application Software Support - 
Consider:
Relationship with Proposer and 
Software House.
Connection, if any, with system 
supplier.
Connection, if any, with hardware 
maintenance.
1.
COMMERCIAL IN CONFIDENCE
(When completed)
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COMMERCIAL IN CONFIDENCE
(When completed)
Maintenance:
a. Reference sites:
b. Response time:
(1) UK and NI
(2) GDR, West Berlin, Belguim
(3) Cyprus
(4) Hong Kong
c. Repair:
Consider:
On-site repair
Supply to ACC Regional HQ
d. Maintenance proposals for:
(1) Gibraltar
(2) Belize
(3) Falklands
(4) Brunei
(5) Canada
e. Single reporting point
f. Prime contractual responsibility
g. General impression of mainte­
nance proposals
2 .
COMMERCIAL IN CONFIDENCE
(When completed)
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COMMERCIAL IN CONFIDENCE 
(When completed) 
rSICAL EQUIPMENT (Paras 4 to 9).
Main Units
a. Architecture -
Considers
All mandatories must be met 
Multiuser 
True 16 bit 
All ports integral 
Speed selectable thro' 
software or switches 
Expansion boxes 
2 Additional ports included 
(Promised or already in-situ)
2 Printer ports
b. Memory -
Consider s
All mandatories must be met 
.75Mb or 1Mb
Memory enhanceable 1Mb or over 
Suppliers attitude to benchwork
c. Storage/Secondary Memory -
Consider s
Minimum of 20Mb formatted
Is 40Mb available
Are other sizes available
<1. Back-up - 
Consider s
Floppy
Streamer
File by file
Time for 20Mb back-up
e. Data Exchange - 
Considers
Floppy
Tape
3.
COMMERCIAL IN CONFIDENCE 
(WHEN COMPLETED)
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COMMERCIAL IN CONFIDENCE 
(When completed) 
System and physical compat- 
ability - 
Consider:
Are all devices integral 
Are all devices integrated 
Are any units in add-on boxes
Printer
a. Printer Speed - 
Consider:
Best 200 Draft : 100 NLQ Cps
Median 180 Draft : 80 NLQ Cps
Minimum 160 Draft : 60 NLQ Cps
b. Printer Characteristics -
Consider:
Are 10/12 CPI available 
Is condensed mode min 230 
characters per line available 
Is >230 characters per line 
available
c. Paper Handling -
Consider:
Is variable width available 
Is form feed adjustable to 11" 
Are tractor and friction feeds 
available
d. Noise -
Consider:
55 d BA 
50 d BA 
<50 d BA
Is accoustic hood required
4.
COMMERCIAL IN CONFIDENCE 
(When completed)
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COMMERCIAL IN CONFIDENCE
(When completed)
Print Facilities - 
Consider: _____
Does £ key print '£' or is 
another required 
Is available from a
key
True descenders on lower case 
Capable of handling 3 ply 
96 ASCII character set 
<96 ASCII character set
rminals
Screen -
(1) Display - 
Consider:
Non-reflective screen - 
subjective view 
12" diagonal
24 line with status line
(2) Adjustments - 
Consider:
Dimming/highlighting or 
reverse video 
Screen intensity via software 
or knob
Keyboard -
(1) Physical
Are £ and $ keys available 
Is numeric pad separate 
Is the keyboard easy and 
and pleasant to use 
(subjective score).
(2) Facilities -
How many function keys are 
there
What is the value of n on 
n-key rollover
5.
COMMERCIAL IN CONFIDENCE 
(When completed)
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COMMERCIAL IN CONFIDENCE
(When completed)
Peripheral Devices -
a. Off-line Data Capture Device - 
Consider:
What is memory size 
What is type of display 
How many characters on the alpha­
numeric display 
Is the device current or old
b. Data Input Device - 
Consider:
Will it read menu choice card 
Is it flexible and easy to use
Accessories - 
Consider:
Manuals provided
Consumables
Cables
Cost of power regulation where required 
'WARE (Para 10)
Operating System -
a . CDOS
Consider:
Version
b. HAIBAS
Consider:
Version
Already running
Application Software - 
Consider:
Word Processing 
Current Version
6.
COMMERCIAL IN CONFIDENCE
(When completed)
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COMMERCIAL IN CONFIDENCE
(When completed)
UTILITIES (Para 12-13).
12. Back-up - 
Consider:
Amended file only - highest 
File by file - middle
7 Streamer - lowest
13. Menu Display - 
Consider:
Automatic Boot strap to Feedback, 
Word Processing, Admin System 
Help messages
FURTHER INFORMATION (Paras 14-20).
14.
i
15.
r
!1
16. 
i,. 
1 8 . 
1 9  •
!
20.
i
DESI
1
21.
Is proposed system part of current 
range and supportable for 7 years
Can proposer deliver > 10 systems 
per month
Demonstrations capabilities
CCTA Appraisal
Failsafe features
Communications - present and 
future intentions
Other items
RABLES (Paras 21-29).
Expandability of Hardware - 
Consider:
Ports 
Memory 
Hard Disc 
Tape Streamer 
Floppies (sizes)
7.
COMMERCIAL IN CONFIDENCE 
(When completed)
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COMMERCIAL IN CONFIDENCE
(When completed)
VDU - 
Consider:
Tilt
Swivel
25th Status Line
Keyboard - 
Consider:
Angle adjustable
Speeds - 
Consider:
110-9600 BAUD
Hard Disc Capacity - 
Consider:
30 Mb 
40 Mb
Other sizes
i
Printer - 
Consider:
French Diacritical Marks
Protection - 
Consider:
Dust cover for system
!» Future Intentions - 
Consider:
3.2 Inch Disc
Training Systems - 
Consider:
2 Networked systems with 13 
work stations 
Systems with additional printer 
Graphics pheripherals
8.
COMMERCIAL IN CONFIDENCE
(When completed)
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DATE
1986
Year
1987
CATPAC IMPLEMENTATION
REVISED TIMETABLE
Jan - Oct 86 Procurement Cycle
Oct - Dec 86 Team/STI/Instructor Trg
Month Week Team l Team 2 Other
Jan 1 A A  A
2
3
4
5
Feb 6 DKMH
7 A
8
9 4 Region
Mar 10 /\ Lisburn
11 1 Region 7 Region /\
12 A A
13
Apr 14 CM H
15 A
16
17
18 QEMH
May 19 A
20
21
22 Bovington
Jun 23 A
24
25
26 Shorncliffe
Jul 27 Leave
28 A
29
30 5 Region 3 Region
31 Leave Leave
Aug 32 Leave Leave
33 Leave Leave QM Sup ASC
34 A A  Leave
35 Leave
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Year
1987
1988
CATPAC IMPLEMENTATION
REVISED TIMETABLE (Contd)
Month
Sep
Oct
Nov
Dec
Team 1 
/\
Jan
Week
2 Region
MOVE
BAOR
Team 2 Other
A  A
Trg for UK 
Residue
A
BAOR STI 
6 Region Trg
TO BAOR
PREPARATION
LEAVE
LEAVE
Feb
Mar
Apr
2
3
4
5
6
7
8 
9
10
11
12
13
14
15
16
19
20 
21 
22
A A
BAOR W 
LEAVE 
LEAVE
BAOR S 
LEAVE 
LEAVE
A
Rheindalen
A
Detmold
A
BMH Munster
A
I
BMH HANNOVER 
BMH RINTELN 
LEAVE 
LEAVE
(C) P.A.Jones Pacie A - 14
ANNEXURES
Year
1988
Month
Jun
Jul
Aug
Sep
CATPAC IMPLEMENTATION
REVISED TIMETABLE TContd)
Week
23
24
25
25
26
27
28
29
30
31
32
33
3 4
35
36
37
38
Team 1
/\
BAOR N 
/\ 
I
BFFI
LEAVE
LEAVE
DEBRIEF
AND
REPORT
Team 2 Other
/\
HONG KONG
A  I
BMH BERLIN
A
CYPRUS
A
BELIZE
A
GIBRALTAR CANADA
39 TOUREX
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Jumm 
L .
!>
ary of scores available (With max weighting for all)
r
i.
General (Paras 1- 2 ) 50
Support Sc Maintenance (Paras 3-4) 425
Physical Equipment (Paras 4-9) 450
a. Main unit 150
b. Printer 125
c. Terminals 100
d. Peripheral devices 50
e. Accessories 25
Software (Paras 10-11) 75
Utilities (Paras 12-13) 50
Further Information (Paras 14-20) 175
Desirables (Paras 21-29) 225
TOTAL 1450
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OPERATIONS LIST - DETAILED TASK ANALYSIS
IQSITION: 
>a !e : __
! Description of Does function
■
Who m a k e s
What 
Info nYiat i on W h o e ;< r:
! Work Performed requi re D e c  is i on is u s e d  :i.n  ^i ' (*;•
1
i
1
Decision iyi a k i n g 
Decisiovi
t
D e c  i
rial
I I
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UNIT:
INFORMATION FLOWS - CLERICAL ANALYSIS 
_____________   DATE:
Ffo riYi 
No
Originator!Checked by!To
!/Signature!Via:
i i
Method of ! Data 
TransiYiies i on ! Content
i
I yi put 
t o :
Final 
Dest: 
nat i
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UNIT
VOLUME CHARTING - SUMMARY OF INFORMATION FLOWS
DATE:
* Form ! Purpose ! Originator ! Recipient ! Input
No ! ! ! ! to
! T a l l y  ! Final 
! ! D e s t  .inat .i
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JOB SPECIFICATION - DETAILED ANALYSIS 
MESSING OFFICER
Accounts. He supervises and occasionally maintains 
these forms and books. He:
1 Consolidates ration states.
2 Compiles indents for rations.
3 Compiles unit provision accounts.
4 Compiles NAAFI weekly order.
5 Compiles■statement of maximum entitlement
and expenditure.
6 Compiles unit stock sheet.
7 Compiles unit provision distribution sheet.
8 Maintains milk account.
9 Maintains container account.
10 Submits claims for supplements and additions to 
the ration scale.
11 Writes orders for rations etc to civilian firms.
12 Checks NAAFI invoices against monthly statements.
13 Checks unit ration account against indents.
14 Spends unit swill account funds.
15 Checks Nominal Roll and State (AFF 7751) at 
sub unit level and liaises with unit pay 
office on charges for food and accommodation.
Administration. He performs some or all of the 
following tasks:
1 Produces written orders to his staff.
2 Applies for courses for his staff.
3 Keeps a chart or record showing courses, leave, 
commitments etc.
4 Keeps charts showing the deployment of staff.
5 Recommends members of his staff for promotion.
6 Reports to civil labour officer on the fitness 
of civilian staff in their jobs.
7 Writes military confidential reports.
8 Writes civilian confidential reports.
9 Keeps up-to-date price lists for NAAFI, Supply 
Depot and civilian firms.
10 Keeps a library of books relevant to all aspects 
of catering.
11 Keeps a copy of courses run by the Army School 
of Catering, RAEC etc.
12 Keeps records of equipment on charge.
13 Keeps a record of work services required and 
completed.
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Messing supervision. He performs or delegates some or 
all of these tasks. He:
1 Makes out commodity plans.
2 Makes out menus for the main kitchen.
3 Makes out menus for special events.
4 Keeps records of menus produced.
5 Costs planned menus.
6 Lists equipment required to cook and serve 
food.
7 Lists staff required to cook and serve food.
8 Plans the seating arrangements in dining room.
9 Makes arrangements for the provision of
cutlery, crockery, napery and service equipment
10 Supervises the cooking of food.
11 Supervises the service of food.
12 Controls civilian catering staff.
13 Makes arrangements for extra duty pay for 
military staff.
Rations. He:
1 Specifies to kitchens time at which commodities 
may be drawn.
2 Supervises the storage of rations in stores.
3 Details stores collection from suppliers.
4 Checks commodities from suppliers for:
a. Quality.
b. Quantity.
5 Checks the maintenance of stock records.
6 Checks the quantities stated on stock records 
against:
a. Physical stock held.
b. Unit stock sheet.
c. Distribution sheets.
7 Checks refrigerators and deep freezers for:
a. Correct storage.
b. Cleanliness.
c. Correct temperature.
d. Defrosting
e. Serviceability.
8 Checks unit ration vehicle for:
a. Cleanliness.
b. Fly proofing.
c. Suitability.
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9 Checks the security of the ration store,
10 Ensures that checks of scales and measuring 
equipment are made.
11 Checks correct issues of rations to messes 
kitchens.
Liaison. Attends or holds the following conferences:
1 Supply Depot and quarterly catering 
conferences.
2 COs conferences as catering representative.
3 Liaises with the Catering Advisory Service and 
attends Formation Catering Study Days.
4 Soldiers* messing meetings.
5 Civilian staff meetings.
6 Conferences to assist with making commodity 
plans.
7 Menu planning discussions.
8 Special function planning conferences.
9 Ration issue discussions.
10 To issue instructions to staff.
Other duties
Carries out operations or exercises in his 
main role and secondarily in his role as 
regimental messing officer.
He ensures the welfare of his staff and 
maintains their morale.
Organises centralised production of some 
items for messes.
Delegates responsibility for the day-to-day 
running of the catering organisation to the 
head of each section.
Performs all other tasks as allaotted to him 
by his commanding officer.
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Supervises the cooking and preparation of 
foodstuffs for consumption
Organises and supervises the work of his staff
1 Compiles duty rosters and tasks his subordinates 
daily.
2 Arranges time off.
3 Controls the work done by each cook.
4 Supervises the methods of production of foodstuffs.
5 Supervises the service of food.
6 Trains his staff and keeps records of training given
7 Gives lectures and demonstrations to his staff.
8 In hospitals/MRSs he sometimes writes and supervises 
the execution of diets.
9 In units he supervises the execution of simple diets
10 Maintains the kitchen notice board.
11 Supervises the kitchen detail board.
12 Supervises the provision of packed meals.
13 Records attendance of civilian staff.
14 Makes out leave rosters.
15 Controls the work of his civilian staff.
16 Makes recommendations as to the fitness for 
employment of civilian staff.
17 Maintains morale and discipline within his staff.
18 Recommends appropriate course of action to be
taken to staff with personal or welfare problems.
19 Assists the messing officer in the planning of 
the daily menu.
Makes the best use of the foodstuffs available to him
1 Supervises and stores rations in the mess or 
kitchen daily ration store.
2 Orders foodstuffs from main ration store.
3 Assists the messing officer in supervising the 
storage of food in the main ration store.
4 Ensures the correct cooking of the various 
foodstuffs.
5 Assists the messing officer in provisioning the 
unit.
6 Orders ration from unit and outside sources for use 
in the officers and sergeants messes as necessary.
7 Supervises the technical quality of the butchers 
work.
8 Supervises the service of cooked meals in the
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soldiers mess.
9 Takes all necessary action to prevent fraud and 
theft.
10 Guard against waste due to over-production and 
spoilage.
11 Supervises the storage of all perishable items. 
Cares for and maintains kitchen buildings and equipment
1 Supervises cleanliness of kitchen, 
kitchen areas and equipment.
2 Reports damage to building and equipment.
3 Reports all deficiencies.
4 Has equipment on charge and sub-charges it 
to cooks.
5 Supervises and controls refrigerators.
6 Maintains and supervises fires equipment 
provided.
7 Resites equipment from time to time.
8 Controls unit dining hall.
9 Ensures the correct usage of all equipment.
10 Maintains displays of notices on use of 
equipment in the appropriate place.
Occasionally carries out these functions
1 Ensure adequate laundry facilities for 
cooks clothing.
2 Assists the messing officer in the planning 
of commodity plans.
3 Writes formal letters for personal interviews, 
postings, etc.
4 Initiates and replies to routine correspondence 
in the unit when necessary.
5 Writes reports, appreciations and briefs on 
catering matters for his superiors.
6 Attends unit messing meetings.
7 Attends quarterly catering conferences.
8 Attends the COs or OCs conferences or 
'O' groups as catering representative.
9 Is on occasions required to be duty WO or duty/ 
orderly officer.
10 Follows a route on a route card or map.
11 Navigates a vehicle to grid reference.
12 Fires a rifle and sub-machine gun.
13 Sometimes takes his place on formal parades.
14 Sometimes attends adventure training.
15 Ensures the personal hygiene and turnout of
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his staff.
16 Maintains field equipment.
Additional tasks
1 When in the field on exercise he:
(a) Supervises the siting and organisation of fie 
kitchens.
(b) Supervises the erection and camouflage 
of field kitchens.
(c) Plans menus and meal timings.
(d) Supervises the disposal of swill and 
rubbish.
(e) Supervises the correct use and maintenance 
of field equipment.
(f) Supervises hygiene.
(g) Supervises correct storage of food.
(h) When the units is operating in separate 
locations he visits each location and 
supervises and advises his staff in them.
(i) Ensures correct distribution of rations and 
fuel to the various locations.
(j) Purchases food from NAAFI and local sources,
(k) Ensures correct use of composite rations.
2 When the soldier is in sole charge of a mess or 
unit catering he:
(a) Costs and plans menus for special functions.
(b) Occasionally becomes involved in ration 
accounting and may be responsible for all aspects 
of it.
3 Also occasionally he:
(a) Organises the catering for special functions 
outside the unit.
(b) Produces food for functions of a non­
military nature.
(c) Gives lectures, demonstrations to wives 
clubs and other organisations.
He plays a full part as a warrant officer in the 
unit in which he is serving
1 Solves problems of a non-catering nature.
2 Becomes involved in unit administration.
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RATION STOREMAN/CLERK
Main routine and occasional tasks
Orders rations. As and when directed by the 
Messing Officer using the appropriate forms he carries 
out the following tasks to prepare orders for the Messing 
Officer*s signature:
1 Consults ration scales, price lists and 
availability forecasts.
2 Prepares indents for fresh foods and grocery 
items provided from service sources.
3 Prepares indents for fresh foods and grocery 
items supplied by NAAFI using Form 1232.
4 Prepares indents for complete fresh rations 
and/or complete grocery rations for submission 
to the Supply Depot.
5 Specifies to all suppliers, the unit, can size 
and brand of goods required.
6 Specifies to all suppliers those options which 
the unit wishes to exercise in the type of 
foodstuffs provided when whole or fresh or whole 
grocery rations are demanded.
7 Prepares indents for composite rations.
8 Prepares orders for items purchased with non
public funds.
9 Prepares orders for ingredients for packed meals.
10 Prepares orders for all stationery, including
ration accounting documents and wrapping materials 
needed by the unit.
11 As dictated by unit provisioning policy, compiles 
and orders rations and foodstuffs for the Officers 
and Sergeants Messes.
Collects rations. With or without assistance he 
carries out the following tasks, which may be for one or 
more messes:
1 Checks at the source of supply, all foodstuffs
for quality.
2 Checks at the source of supply, all foodstuffs
for quantity against invoices and his unit's 
orders.
3 Signs for all foodstuffs issued, including meat
for delivery to the unit butcher and those items 
collected on behalf of the Officers and Sergeants 
Messes.
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4 Loads the ration vehicle, in the correct sequence 
for delivery to messes, and places foodstuffs in 
appropriate containers.
5 Checks, in the unit, direct deliveries of stores 
and supplies.
Stores rations
1 Unloads ration vehicle or delivery van and checks 
all items into the store.
2 Stores items in the appropriate containers, shelves 
or refrigeration in a manner that prevents undue 
deterioration.
3 Checks all receipts to and issues from the store and 
enters in the stock sheet.
4 Compares the stock held with the stock sheet.
5 Keeps stores clean and tidy.
6 Ensures security of rations at all times.
Issues rations
1 Compiles a ration distribution list using 
information obtained from the Messing Officer 
and Senior Cook.
2 Issues all stocks ensuring turnover of supplies.
3 Uses correct implements to open crates and boxes
and breaks bulk as necessary.
4 .Uses correct implements for cutting fats and
cheeses.
5 Uses correctly marked bins and scoops for the 
issues of bulk dry items.
6 Makes up orders by weighing or breaking bulk.
7 Costs issues made from the ration store to Officers 
and Sergeants Messes.
8 Off loads rations to Officers and Sergeants Messes 
direct from the Supply Depot and NAAFI.
9 Collects prepared meat from the butcher for 
delivery to the Soldiers Mess.
10 Distributes rations to all messes as directed by the 
Messing Officer.
11 Makes entries in stock records to support issues.
12 Checks issues against issue sheets.
13 Delivers rations to feeding locations outside unit 
lines.
14 Obtains signatures for all items issued.
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Controls all transactions. Following the Messing 
Officer's instructions and to assist him he:
1 Consolidates all feeding strength states received 
from sub units/messes.
2 Enters these figures together with entitled 
supplements onto the food income and expenditure 
account.
3 Converts food entitlement (2) to cash.
4 Checks and enters all bills onto the food income 
and expenditure account.
5 Compiles the food income and expenditure account 
for the Officers and Sergeants Messes as dictated 
by unit policy.
6 Issues daily, weekly and monthly statements of 
income/expenditure to the Officers and Sergeants 
messes as required.
7 Keeps unit stock sheets.
8 Consolidates all issue vouchers.
9 Consolidates all receipt vouchers and credit notes.
10 Other accounts:
(a) Compiles any accounts required to be kept 
under local conditions.
(b) Collects milk deliveries and forwards weekly 
consolidation to NAAFI.
(c) Compiles by product/swill account.
(d) Maintains a records of composite rations and 
reserve stocks.
11 Monthly reconciliations:
(a) Checks all invoices with statements.
(b) Balances all accounts.
(c) Draws up reconciliation statements for the 
Messing Officer's signature.
(d) Inform Supply Depot of actual numbers fed in 
the unit.
Other duties
1 Occasionally assists the Messing Officer in the 
'write off' of foodstuffs unfit for human 
consumption.
2 Advises the Messing Officer with knowledge of 
current prices and the most advantageous ways 
of spending available cash.
3 Secures all stores at night.
4 Safeguards all stocks against theft or fraud.
5 Disposes of salvage and non chargeable containers.
6 Keeps himself and his clothing clean and free from 
infection (and supervises cleanliness of any
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assistants).
7 Cleans and defrosts all refrigerators and deep­
freezes in his stores as necessary.
8 Attends the unit messing meetings.
9 Obtains the wrapping materials for packed meals.
10 Occasionally runs a unit ration issue point in 
the field.
11 Occasionally carries out general office duties 
such as receipt and dispatch of mail, filing, 
maintenance of routine orders and instructions etc.
12 Occasionally is required to complete civilian 
staff time cards.
13 Stores completed ration accounts so that they are 
available for checking and audit, and disposes of 
documents as laid down in current instructions.
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1 2  3 4
[ ] [ ] [ ] [ ]
COMPUTER SURVEY
rhis survey forms part of a research project into the use of computers j 
catering. It would be of considerable assistance if you could answer tt 
following questions as accurately as possible and then return the form t 
the address given. All responses will be treated in strictest confidence
Your cooperation would be greatly appreciated.
SECTION 1
PERSONAL INFORMATION
L. Please tick the appropriate boxes.
1.1 I am Male ( ) Female ( )
1.2
1.3
Aged
Less than 20( ) 20-29( ) 30-39( ) 40-49( ) 50+( )
What is your rank? 
Brigadier 
Colonel 
Lt Colonel 
Major 
Captain 
Subaltern
Warrant Officer 
Staff Sergeant 
Sergeant 
Corporal 
Lance Corporal 
Private 
Civilian ( )
1.4 What type of job are you currently doing? 
Staff Appointment ( ) Master Chef
( ) Chef
( ) Ration Clk/Stmn
Regimental Duty 
Instructor
( ) 
( ) 
( ) 
( ) 
( ) 
( )
( ) 
( ) 
( )
SECTION 2
INFORMATION ON YOUR UNIT
2.1 Indicate the type of unit in which you are serving. 
Field Force ( ) MOD ( )
Static Unit ( ) ACC Trg Centre Unit ( )
Catering Service ( ) None of these ( )
[ 1 5
[ J 6
] 7 
1 8
[ J 9
[ 110
EF YOU ARE NOT SERVING IN A UNIT THAT PRODUCES MEALS REGULARLY GO TO
SECTION 3
2.2 What is the average number fed daily?
Less than 100( >100—199( )200-299 ( )300-399 ( )
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2.3
400- 499 ( )500-599( )600-699 ( )700 + ( )
Of the total fed how many are:
Officers
WOs and Sergeants
12 
[ J 
14 
[ ]
2.4
30-39( ) 40-49( ) 50+ ( )
SECTION 3
*
COMPUTER EXPERIENCE
3. Please tick the appropriate box.
3.1 Have you had any computer training?
 ^ | YES At college or school ( )
YES At work ( )
! NO But self taught ( )
NO ( )
*
3.2 What is the extent of your experience?
I can use a computer for games ( )
I can use a computer for other activities ( )
I have never used one ( )
I can write simple programs ( )
I have used commercial programs ( )
I do not understand programming ( )
3.3 How available are computers to you?
I have one at home ( )
There is one in my office ( )
There is one at work that I can use ( )
I use computer reports in my job ( )
My colleagues use them ( )
There is not one available to me ( )
[ 111
13 
[ 1 
15 
[ ]
Approximately how many people of all grades work with the 
Catering Department?
Less than 10( ) 10-19( ) 20-29( )
[ J16
[ 1 
[ 1 
[
I
117
118 
119 
] 20
1 21 
J 22 
] 23 
124 
J 25 
] 26
J 27 
J 28
29
30 
J 31 
] 3 2
PLEASE SKIP TO SECTION 4 IF THERE ARE NO COMPUTERS IN YOUR UNIT
3.4 How many computers are there in your unit that you are aware of
Mainframe computers 
Minicomputers 
Microcomputers 
I do not know
( ) 
( ) 
( ) 
( )
1 33[ 134 
135 [ 136 
1 37 [ j 38 
[ 139
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3.5 By number what other computer equipment is there in your unitf
How many: Visual Display Units ( ) [ 3 40 [ 341
Printers ( ) [ 3 4 2 [ 3 43
I do not know ( ) £ 3 4 4
SECTION 4
COMPUTERS AND YOU
I. On this page you will find a series of words that you can use to 
lescribe your feelings about computers; for example you may think that 
:omputers are: QUITE-Fun or EXTREMELY-Easy. You will notice that the
/ords on the left and right of the page are opposite, so tick the position 
:hat most closely records your feelings:
4.1 What do you feel about computers and computer based systems?
KEY: E»EXTREMELY : Q=QUITE : S=SLIGHTLY : N=NEUTRAL
E : Q : S : N :  S : Q : E :
itimulating ____ :  :  :   :  :_____ :Dull [ 3 4 5
adaptable ____ :  :  :  :  :  :_____ :Unadaptable [ 346
lonventional : ____ :  :  :  :  :_____ :Unusual [ 3 47
?un  :  :  :  :  :  :_____ :Dreary [ 348
loisy  :  :  :  :  :  :_____ :Quiet [ 349
’redictable ____ :  :  :  :  :   :_____ :Haphazard [ 350
lasy  :  :  :  :  :  :_____ -.Difficult [ 151
’ersonal ____ :  :  :  :  :  :_____ : Impersonal [ 152
lomplicated ____ :  :  :  :  :  :_____ rSimple [ 353
feak  :  :  :  :  :  :_____ :Powerful [ 354
'ormal  :  :  :  :  :  :_____ : Informal [ 355
irganised ____ :  :  :  :  :  :_____ :Disorganisedt 356
lindering ____ :  :  :  :  :  :_____ :Helpful [ 357
lemanding ____ :  :  :  :  :  :_____ :0bliging [ 358
intelligent ____ :  :  :  :  :   :_____ :Simpleminded[ 359
ooperative  :  :   :  :  :  : ____ :Obstinate [ 160
recise  :  :  :  :  :  :  _:Inexact L 161
affordable ____ :  :  :  :  :  :  :Costly [ 162
'esirable ____ :  :  :  :  :  : ____ :Undesirable [ 363
atient  :  :  :  :  :  : ____ rlmpatient [ 364
ystematic  :  :  :  :  :  : ____ :Random [ 365
ependable  :  :  :  :  :  : ____ :Undependable[ 366
lexible  :  _:  :  :  :  : ____ :Rigid [ 367
isgusting  :  :  :  :  :  : ____ :Pacifying [ 168
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:Untrustworthy[ 1 70
:Mundane [ ] 71
:Confusing [ 172
:Satisfying [ 173
:Ineffective [ 174
:Fallible [ 175
:Impersonal [ 176
sObedient [ J 77
:Warm [ 178
:Submissive [ J 79
:Inefficient [ ] 80
:Unpleasant [ 101
:Slow [ 10 2
:Dehumanis ing[ 1 03
:Unforgiving [ ] 04
:Unreliable [ 105
rUnfriendly [ 106
:Unhelpful [ ] 07
:Degrading t J 08
:Discouraging[ 1 09
4.2 Do you think computers could help in the running of a 
unit catering operation?
YES ( ) NO ( )
IF YOU ANSWERED NO GO ON TO SECTION 5
[ 110
4.3 If you answered YES to 4.2 above, please tick the 
following activities in which you think the computer could 
assist the catering department:
YES NO
4.4
Stock Control 
Ration Accounting 
Menu Planning 
Recipe Files 
Budgeting
Planning Special Functions 
Costing Functions 
Duty Rotas 
Exercise Planning (
111 
112 
] 13
114
115 
] 16 
117 
] 18 
119
Write in any other activities that you think the computer could 
assist with in unit catering operations?
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4.5 Do you think a computer could be of any use in the running 
of Messes?
YES ( ) NO ( ) [ 120
4.6 If you answered YES which of the following activities 
do you think it could help with:
YES NO
Mess Accounts ( ) ( ) [ ]21
Providing Mess Bills ( ) ( ) [ ]22
Costing Functions ( ) ( ) [ J 23
Bar Stock Control ( ) ( ) [ ]24
Mess Property ( ) ( ) C 125
4.7 Write in any other activities that you think the computer 
could assist with in the running of Messes?
SECTION 5
5. Please tick words to express your view about the following statements 
Make only one tick for each statement.
5.1 Computers can simplify complex problems.
[ 126
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.2 Computers capabilities for speed are often overestimated.
      [ 127
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.3 To use a computer you must learn a special language.
_____________________________.   [ J 28
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
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5.4 My subordinates would not cooperate with a computer based system
,   [ 129
^trbngly Slightly Agree Neutral Disagree Slightly Strongly
Agree Agree Disagree Disagree
■ 5.5 The files on a computer can be wiped out unintentionally.
_________________________________________________ [ 130
Strongly Slightly Agree Neutral Disagree Slightly Strongly
Agree Agree Disagree Disagree
5.6 Society relies too heavily on computers.
[ J 31
Strcbngly Slightly Agree Neutral Disagree Slightly Strongly
Agr^e Agree Disagree Disagree
5.7 Most hotel guests think that computers make hotels efficient.
* ____________________________________________ [ 132
Strongly Slightly Agree Neutral Disagree Slightly Strongly
Agree Agree Disagree Disagree
5.8 More computers would be helpful to me in my work.
____________________________________________________________________________ [ 133
Strongly Slightly Agree Neutral Disagree Slightly Strongly
Agree Agree Disagree Disagree
5.9 It is easier to make silly mistakes when working with a computer
,________________________________________________________________________ [ 334
Strbngly Slightly Agree Neutral Disagree Slightly Strongly
Agr^e Agree Disagree Disagree
5.10 It takes longer to train new people if computers are used.
________________________________________    [ 335
Strcjngly Slightly Agree Neutral Disagree Slightly Strongly
Agreje Agree Disagree Disagree
5.11 Computers do not use the jargon of the catering industry.
 ________________________________________________________________________ [ 3 36
Strongly Slightly Agree Neutral Disagree Slightly Strongly
Agree Agree Disagree Disagree
5.12 My boss does not believe that computers will improve 
business performance.
 __________________________________________________________________________ [ 137
Strongly Slightly Agree Neutral Disagree Slightly Strongly
IVgree Agree Disagree Disagree
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5.13 It is harder to makes changes to procedures when computers 
are used.
[ 138
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.14 The monetary benefits of computers more than offset their 
disadvantages.
t 139
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.15 Computers should be used mostly be secretaries or clerks.
[ 140
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.16 The decisions that I make are too complicated for a computer.
________  [ 141
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.17 Short of physical violence you cannot damage a computer.
[ 142
Strongly Slightly Agree Neutral Disagre Slightly Strongly 
Agree Agree Disagree Disagree
5.18 Catering Managers should be trained more in the use of 
computers.
[ 3 43
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.19 The limitations of using computers lie in managers, not in 
the machine.
[ 144
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.20 Computers will make jobs in the catering industry less 
interesting.
[ 145
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Vgree Agree Disagree Disagree
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5.21 Computers save a lot of time
[ 146
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.22 The use of a computer would make my job more enjoyable.
____________________________________  [ ] 47
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.23 If a computer were used, some people in my company would 
lose their job.
[ ] 48
Strongly Slightly Agree -Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
5.24 Companies which use computers are more efficient.
[ ] 49
Strongly Slightly Agree Neutral Disagree Slightly Strongly 
Agree Agree Disagree Disagree
AAA.
Thank you for completing this survey, your replies will be very valuable 
New please return the paper in the accompanying envelope to:
Project Team Leader 
CATPAC PROJECT 
Horne Road 
Catterick Garrison 
North Yorkshire 
DL9 4JH
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DESCRIPTIONS
AFB 265
AFF 7751
AFF 7757
AFF 7764 
AFF 7765
AFP 9724
OF FORMS USED.IN THE CURRENT ACCOUNTING SYSTEM
Daily Catering Record
Records the days menu by individual recipes 
and any other extraneous commitments eg, 
Packed Meals. Should be signed by Orderly 
Officer daily.
Food and Accommodation charges/refunds, 
nominal roll and state
Records on a daily basis entitlement of 
personnel to be fed. Also records list of 
personnel for whom food and accommodation 
charges are to be raised.
Unit Stock Sheet
Records all stock movements on a daily basis 
and produces a stock balance for each 
individual item.
Feeding Strength State
Records actual feeding strengths and 
entitlements to supplements.
Food Income and Expenditure Account 
Records on a daily basis, and consolidates 
on a weekly/monthly basis, all entitlements 
to income and all expenditure.
Reconciliation Statement
Used to balance all food accounts within a 
unit at the end of a calendar month.
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SUPPLEMENTS
L.. Arduous Duty Cost of selected 
commodity
1 . Junior Soldiers 10% of DMR
J . Milk 1/2 pint Fresh Milk or 
equivalent
1 . Packed Meals 20% of DMR
5. Casual Meals
a. Breakfast
b. Main Meal
c. Third Meal/Tea Snack
d. Tea Snack
e. Supper/High Tea
10% of DMR 
50% of DMR 
35% of DMR 
10% of DMR 
25% of DMR
5 . Night Duty Full Rate 33% of DMR
7. Night Duty Half Rate 17% of DMR
B . Hot Drinks (excl Rum) As notified by DGST(N)
9. Hot Drinks Divers As notified by DGST(N)
LO. Xmas Fare 75% of DMR
LI. Aircrew Energy Cost of selected 
commodities
L2 . Mountain Rescue DMR + Arduous Duty + 
up to 53% of DMR
L3. Arctic As notified by DGST(N) 
25% of appropriate 
messing rate
14. Maternity Cost of 1 pint of Milk/ 
8 Ready to use feeds
L5. RMP Beverage Cost of selected 
commodities
L6 . Rum As alternative to 
Hot Drinks
L7. Servicemen under sentence 22% of Messing Rate
L8. N Ireland Operational 
Messing
33% of DMR for tps on 
ORPs for over 48 hrs
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CATERING DIFFERENTIALS
The increments to feeding strengths allowed for messes that are 
self-accounting for food, and the numbers to be deducted by large 
messes are given in below:
ADDITIONS: Additions that may be made to the fed strengths are:
For mess strengths of Extra rations allowed
1-7 1
8-14 2
15-20 3
21-30 4
31-40 3
41-50 2
51-59 1
: The deductions that 
are
are to be made to the
For mess strengths of Rations to be deducted
701-800 7, subject to a minimum 
entitlement of 700
801-900 8
901-1000 9
1001-1050 20, subject to a minimum 
entitlement of 991
1051-1100 21
1101-1150 22
Thereafter for each complete 50 on the mess strength a further 
one ration is to be deducted.
EXCLUSIONS
Hospitals. When calculating catering differentials,
calculations by hospitals are to exclude those patients for whom 
HMR is claimed under Section 7.
Junior Soldiers Units. Junior soldier or apprentice training 
units are not required to underdraw rations under Deductions.
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EXAMPLE OF CATPAC IMPLEMENTATION
TRAINING OBJECTIVES 
INTRODUCTION TO CATPAC SYSTEM
TRAINING PRACTICAL
OBJECTIVES PERFORMANCE TEST
AA
AB
AC
AD
AE
AF
AG
He must understand the setting 
up procedure for the system 
hardware. He must know how to 
set up the peripherals and con­
nect them to the system. He 
must know how to close down the 
system correctly.
He must be able to set up the 
printer. Understand the paper 
feeding system. He must know 
how to change the ribbons and 
adjust the system to different 
papers.
He must have sufficient know­
ledge of the hardware to be 
able to relate to the Instruc­
tions presented in the User 
Manual.
He must have sufficient know­
ledge of the 2 operating sys­
tems to be able to load them 
and exit from them.
He must be able to create 
scurity copies of the sys­
tem. He must understand 
the daily routines of file 
security and the reasons for 
them.
He must know the automated 
accounting system. He must 
be able to Amend - Titles, 
Rates and Account Names on 
the Accounting Package.
He must be able to use the 
Accounting Package to enter 
data and be able to Amend, 
Delete and View it.
Given the task of 
connecting a system 
and starting it up. 
Then close it down.
Given the task of 
connecting the 
printer, adjusting 
the paper feed.
Given the task of 
loading each opera­
tion system and 
accessing the rele­
vant programme.
Given the task of 
backing up each set 
of files and enter­
ing this in the 
systems log.
Given a set of 
Titles, Rates and 
Account Names to 
Amend.
Given a days data to 
enter and view.
Given an Amendment 
and a Deletion to
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enter.
AH
AI
AJ
AK
AL
He must know how to use the 
print functions and set-up 
the system to produce the 
Reconciliation Statement.
He must be familiar with the 
stock control system. He must 
understand the data-base of the 
system. Recipes, Ingredients, 
Suppliers, Locations. The main- 
tenance of these and how they 
relate to the system.
He must understand how to com­
plete a recipe explosion and 
its use as a management tool.
He must understand how to re­
ceive stock from a supplier 
and its affect on the system.
He must be able to transfer 
stock between locations with­
in the Unit.
Given a months 
accounts to printout 
including a Recon­
ciliation Statement.
Creates a Recipe and 
Ingredient. Goes 
back through the 
system and deletes 
what has been 
created.
Given a Dinner Menu 
to .Explode.
Given a CSD receipt 
to enter into the 
system.
Given a stock list 
to transfer from 
one location to 
another.
AM
\N
He must be able to enter a 
locations dish manfacture 
to reduce their stock levels.
He must be able to complete a 
stocktake period end. He must 
understand the relevance of the 
variance on stock holding and 
its use as management informa­
tion.
Given a Dinner Menu 
to enter into the 
system.
Completes a stock­
take period end in 
full.
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DETAILED SYLLABUS 
INTRODUCTION TO CATPAC SYSTEM 
SECTION: INTRODUCTION TO MICROCOMPUTERS
v
SUBJECT: HARDWARE - A1
TRG
3BJ
SYLLABUS SUBJECT HEADING 
AND TREATMENT
AC
AC
AA
A i d
A10:
A103
I N T R O D U C T I O N  TO  T H E  H A R D W A R E  
Explaivi t h e  u s e  of e a c h  
s y s t e m  c o m p o n e n t :
a. K E Y B O A R D
b. V D U
c. P R O C E S S O R
d. P R I N T E R
E x p l a i n  t h e i r  fun d: ion and 
ho w  t h e y  relate.
S T O R A G E  M E D I U M S
E x p l a i n  t he s t or a g e  m e d i u  ms
used .i n t h e  s y s t e m r
a. W I N C H E S T E R  H A R D  D I S C
b. F L O P P Y  D I S C
c. RAM
E x p l a i n  h o w  t o h a 1id ].e ai \d 
iYi a i n t a i n t he ivi . AI s  o s  < i o w 
how to load the F 1oppy Disc .
H A R D W A R E  MAI NT E N A  MCE:
E x p l a i n  f u l l y  ho w  to c o n n e c t  
t h e  s y s t e m :
a . C O M P O N E N T  TO  C O M P O W E N T
b. TO M A I N S  E L E C T R I C I T Y
AB A 104 U S E R  E X E R C I S E
T h e  s t u d e n t s  in s y n d i c a t e s  
c o n n e c t  up a c o m p u t e r  
sy stem, i n c l u d i n g  t h e  
p r i n t e r  a nd paper.
TIME
REQUIRED
20
3 0
20
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AC A 105 I N T R O D U C T I O N  TO  K E Y B O A R D  
E x p l a i n  t h e  use of t h e  k e y s  
w i t h  p a r t i c u l a r  r e f e r e n c e  to
10
a.
b.
c.
d.
e.
f.
g-
C R T L  K E Y
R E T U R N
E N T E R
F U N C T I O N  K E Y
E S C A P E
C L E A R
C O N T R O L  OF  T H E  C U R S O R
AD A 106 O P E R A T I N G  S Y S T E M  
E x p l a i n  t h e  b a s i c  f u n c t i o n  
of a o p e r a t i n g  systein. In ­
t r o d u c e  t h e  2 s y s t e m s  used 
on C A T P A C :
a.
b.
H A I B A S
C P / M
E x p l a i n  h a w  to 1 oad bot h 
s y s tems. H o w  to exi t  frum  
t h e m  and w h e n  not to exit 
f r o m  t hem. W i 11) pa r t i cu. ?. a r 
r e f e r e n c e  to l e a v i n g  f i l e s  
open.
AD
AC
A 107 S T U D E N T  E X E R C I S E  
T h e  s t u dent s ho u 1d 
system in turn and 
i t .
1 oac l  
e x i t
( a e h 
f r o iYi
30
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EGTIONs INTRODUCTION TO MICROCOMPUTERS 
UBJECT: CATPAC ACCOUNTING SYSTEM - A2
RG SYLLABUS "sUBJECf’"HEADING T I M eT "
IBJ AND TREATMENT REQUIRED
A F A201 I N T R O D U C T I O N  TO  S Y S T E M  
G e n e r a l  I n t r o d u c t i o n  to 
A u t o m a t e d  A c c o u n t i n g  and 
t h e  lay o u t  of t h e  C A T P A C  
A C C O U N T I N G  PACKAGE.
A F A 2 0 2 S E T T I N G  S Y S T E M  P A R A M E T E R S  
E x p l a i n  t h e  use of Amend, 
Titles, Rates, A c c o u n t  
N a m e s  Op tion. G i v e  e x ­
a m p l e s  of w h e n  it m a y  be 
u s e d . E x p .1 a i n  t he n e e d  
to r e c r e a t e  A c c o u n t  N a m e s  
e a c h  m o n t h  to d e l e t e  old 
dat a.
3u
AF A20; S T U D E N T  E X E R C I S E  
T h e  s t u d e n t s  s h o u l d  a m end  
a s u p p 1 e iyi e n t, a < u p p .1 e n i e n t 
rate  a nd c r e a t e / d e l e t e  one 
a c c o u n t  file.
:0
AG A20A A C C O U N T  ING FLJNCTIONS 
T h i s  s h o u l d  c o n t a i n  a 
g e n e  r a 1 i nt r od uc t i  on t o 
t h e  A c c o u n t i n g  system.
St ress i ng t he s i m :i 1 a r i t y 
b e t w e e n  it and t h e  m a n u a l  
system. E x p l a i n  how  to 
e n t e r  s
)
a. S U P P L E M E N T  C L A I M S
b. F E E D I N G  S T R E N G T H S
c. I N V O I C E S
d. C R E D I T / D E B I T  B F  .
E x p l a i n  h o w  to view, a m e n d  
and d e l e t e  t h i s  data.
AG  A 2 0 5  S T U D E N T  E X E R C I S E
T h e  s t u d e n t  s h o u l d  e n t e r  30
a c o m p l e t e  d a y s  d a t a  into 
t h e  s y s t e m  avid v i e w  it, 
a m e n d  t h e n  d e l e t e  it.
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OH  0 2 0 B  P R I N T  F U N C T I O N S
E x p l a i n  h o w  to e n t e r  t h e  20
p r int f u n c t i o n  routine.
I n c l u d e  an e x p l a n a t i o n  
of t h e  use of t h e  d a b e  
e n t e r e d  on h o w  m u c h  d a t a  
t h e  s y s t e m  will c a l c u l a t e .
E x p l a i n  e a c h  r o u t i n e  f o r ­
mat avid how it is c a l c u l a t e d  
w i t h  p a r t i c u l a r  r e f e r e n c e  to 
t h e  R e c o n c i l i a t i o n  s t a t e m e n t .
R H  0 2 0 7
R 2 0 B  B A C K U P  P R O C E D U R E
E x p l a i n  t h e  requi reincv11 fo r 30
s e c u r i t y  co pi es. E x p l a i n  
how to i n i t i a l i s e  a d i s c  and 
t h e  d ang e r s  of c o r r u pti ng 
d a t a  involved.
A 2 0 9  S T U D E N T  E X E R C I S E
T h e  st u d ent  s h o u  1 d j. i) i t i a .1 i e;e 30
a d i s c  t h e n  u s i n g  P IP
b a c k u p  a set of files.
S T U D E N T  E X E R C I S E
T h e  st udevit sho u 1 d ge t o u t o f 20
t h e  s y s t e m  h ar d c o p y  of t h e  
d a t a  t h e y  e n t e r e d  e a r l i e r .
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SECTIONs I N T R O D U C T I O N  T O  M I C R O C O M P U T E R S  
SUBJECT s C A T P A C  S T O C K  C O N T R O L  - A 3
"RG
1BJ
SYLLABUS S U B J E C T  H E A D I N G  
A N D  T R E A T M E N T
T I M E
R E Q U I R E D
AI A 3 0 1
AI A 3 0 2
AI A 3 0 3
AI A3 04
AI A 3 0 5
AJ A 30 6
I N T R O D U C T I O N  TO F E E D B A C K  
A g e n e r a 1 i nt r o d u c b i o n  20
to C a t e r i n g  I n f o r m a t i o n  
Sy s t e m s .  E x p l a i n  t he  w a y  
t h e  s y s t e m  u s e s  Rec ipes,
I n g r e d i e n t s ,  L o c a t i o n s  
a nd  S u p p l i e s  as t h e  b a s i s  
for its o p e r a t i o n .
C A T E G O R I E S
E x p l a i n  t h e  use? of c a t e -  15
g o r i e s  an d  s h o w  h ow to
create, amend, d e l e t e  them.
I N G R E D I E N T S
E x p l a i n  e a c h  of t h e  e n t r i e s  15
use d  in i n g r e d i e n t in a i n t e ■ - 
n a vice an d h o w  t h e y  a r e  use d  
in t h e  system.
R E C I P E S
E x p l a i n  e a c h  of t h e  e n t r i e s  15
use d  in r e c i p e  c r e a t i o n  a nd  
h o w  t h e y  a r e  u s e d  in the  
system.
R E C I P E  E X P L O S I O N
Ex pi a i vi t h e  u s e  of t h e  recipe? 3 0
e x p l o s i o n  as a p i c k i n g  list, 
f or a rde r i ng avid cost i ng f u n c ­
tions. E x p l a i n  t h e  m e t h o d  of 
e n t e r i n g  d a t a  into t he  s y s t e m  
to get t h e  e x p l o s i o n .  S t r e s s  
t h e  fact tha t  t h e  e x p l o s i o n  
has vio e f f e c t  on s t o c k  f i l e s  
and is a m a n a g e m e n t  tool.
Ex pi ai vi t h e  s e p a r a t i o n  of p r e .
p re pa red it e ms  f o r i s s u e  ea  r 1 i e r .
S T U D E N T  E X E R C I S E
T he  st u d e n t s  a re to ent er  a 30
s i m p l e  d i n n e r  m e n u  a nd e x ­
p l o d e  it. D i s c  uss t he
re s u i t s  w i t h  b he tu to r an d 
e x p l a i n  t h e i r  s i g n i f i c a n c e .
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A K  A 3 0 7  S T O C K  R E C E I P T
E x p l a i n  t h e  m e t h o d  of 20
r e c e i v i n g  s t o c k  f r o m  t h e  
s u p p l i e r .  T h e  u p d a t i n g  
e f f e c t  on s t o c k  levels, 
p r i c e s  e t c  of d a t a  input.
E x p l a i n  that  g o o d s  c a n  be 
r e c e i v e d  into one l o c a t i o n  
or all of t h e  l o c a ti ons.
AL A 3 0 Q  S T O C K  T R A N S F E R
E x p l a i n  t h e  m e t h o d  of 20
t r a n s f e r  r ing s t o c k  f rom 
l o c a t i o n  to loca tion.
T h e  u p d a t i n g  e f f e c t  on 
s t o c k  l e v e l s  and t h e  n o r m a l  
o c c a s i o n s  w h e n  t h i s  w o u l d  
occur.
|
A L  A 3 0 3  S T U D E N T  E X E R C I S E
T h e  s t u d e n t  must e n t e r  2 30
i t e m s  into s t o c k  f r o m  t h e  
s u p p l i e r  an d t r a n s f e r  t h e m  
to a n o t h e r  location..
AM  0 3 1 0  D I S H  M A N U F A C T U R E
E x p l a i n  t h e  r e a s o n  for 15
e n t e r i n g  t h i s  d a t a a nd
its e f f e c t  on l o c a t i o n
s t o c k  levels. E x p l a i n
t h e  m et ho d of e 111e ri n g
t h e  data. D i s c u s s  th e
e f f e c t  t h i s  w ill h a v e  on
s t o c k  v a r i a n c e s .
i
jp.M A 3 1 1  S T U D E N T  E X E R C I S E
T h e  e t u d e n t  s h o u 1d e n t e r  a 30
s imp 1 e d i vine r m e n u .
A N  A 3 1 2  E x p l a i n  t h e  m e t h o d  of c o m -  2 0
| p l e t i n g  a s t o c k - t a k e  p e r i o d
end. M e n t i o n  t he  3 s t a g e s :
a. P R I N T  S T O C K T A K E  F O R M S
b. S T O C K T A K E  E N T R Y
c. P E R I O D  E N D  P R I N T
E x p l a i n  v a r i a n c e s  a nd t h e i r  
fu nc t i o n s .
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CTION: INTRODUCTION TO MICROCOMPUTERS
EJ E C T :  C A T P A C  S T O C K  C O N T R O L  - A 3
G S Y L L A B U S  S U B J E C T " H E A D I N G '
J A N D  T R E A T M E N T
II A301  I N T R O D U C T I O N  TO F E E D B A C K
A g e n e r a l  i nt raduc: t i on 
to C a t e r i n g  I n f o r  \Yi a h :i. o n 
Sy s t e m s .  E x p l a i n  t he w a y  
t h e  s y s t e m  u s e s  Rec ipes, 
I n g r e d i e n t s ,  L o c a t  i o vi s 
avid S u p p l i e s  as t h e  b a s i s  
for its ope  rat i o n .
II A 3 0 2  C A T E G O R I E S
E x p 1 a i n t h e u s e o f e a t e - 
g o r i e s  avid shovj h ow  to 
create, a m e n d , d e l s t e  1 11e m -
II A 3 0 3  I N G R E D I E N T S
E x p 1 a i vi e a c h  o f t h e e vi r i e s 
used in ing red i enb niai i11 e - 
vi a vice avid h ow t h e y  a r c  use d  
ivi t h e  system.
M •A 3 0 4  R E C I P E S
E x p 1 a i vi e a c 11 o f t i i e e v«1i i e s
u s e d i vi r e c i pe c r e a t i o n a n d 
h ovj they a r e  used in t h e  
system.
!I A 3 0 5  R E C I P E  E X P L O S I O N
E x p l a i n  t h e  u se of t h e  recipe 
e x p l o s i o n  as a p i c k i n g  list, 
fo r  o r d e r i n g  avid cost i vig f uvic 
t :i o vi s . E x p I a i n t 1 • i e m c t h o d u 
eviterivig d a t a  int o t h e  s y s t e m  
to get t h e  e ><p 1 o s i a n . S1 res
t h e  fact that t h e  exp?, osiovi 
has vio e f f e c t  ovi s t o c k  rile s 
avid is a m a n a g e m e n t  tool. 
E x p l a i n  t he s o p a r a t  ion o f p\'e 
p r e p a r e d  i t e m s  for i s s u e  earl
}J A 3 0 6  S T U D E N T  E X E R C I S E
T h e  s t u d e n t s a r o? t o e vi t e r a 
s i m p l e  d i vi vi e r m e n u a n d e x ~ 
pi ode it. D i s c u s s  the 
r e s u l t s  w i t h  t h e  t u t o r  and 
e x p l a i n  t hei r s i g n i  f icavice.
T I M E  ’ 
R E Q U I R E D
15
:l 5
30
r
3
i e v'.
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A K  A 3 0 7  S T O C K  R E C E I P T
E x p l a i n  t h e  m e t h o d  of 20
r e c e i v i n g  s t o c k  f r o m  t h e  
s u p p l i e r .  T h e  u p da t i ng 
e f f e c t  on s t o c k  levels, 
p r i c e s  e t c  of d a t a  input.
E x p l a i n  th a t  g o o d s  c a n  bo? 
r e c e i v e d  into one local; uin 
or all of t h e  lo cation s.
A L  A 3 0 S  S T O C K  T R A N S F E R
E x p l a i n  t h e  m e t h o d  of 20
t r a n s f e r r i n g  s t o c k  f r o m  
l o c a t i o n  to lo cation.
* T h e  u p d a t i n g  e f f e c t  on
s t o c k  l e v e l s  and  the n o r m a l  
o c c a s i o n s  w h e n  t h i s  w o u l d  
occur.
AL A 3 0 3  S T U D E N T  E X E R C I S E
T h e  s t u d e n t  must e n t e r  2 3 0
i t e m s  into s t o c k  f r o m  t he 
s u p p l i e r  and t r a n s f e r  t h e m  
to a n o t h e r  locat ion .
AM A 3 1 0  D I S H  M A N U F A C T U R E
E x p l a i n  t h e  r e a s o n  for  .13
e n t e r i n g  t h i s  d a t a  and
its e f f e c t  on l o c a t i o n
s t o c k  levels. E x p l a i n
t h e  m e t h o d  of e n t e r i n g
t h e  data. D i s c u s s  t h e
e f f e c t  t h i s  w i l l  h a v e  on
s t o c k  v a r i a n c e s .
3M A311  S T U D E N T  E X E R C I S E
T h e  s t u d e n t  s h o u l d  e n t e r  a 3 0
• s i m p l e  d i n n e r  menu.
3N A 3 1 2  E x p l a i n  t h e  m e t h o d  of c o m -  2 0
p l e t i n g  a s t o c k - t a k e  p e r i o d  
end. M e n t i o n  t h e  3 s t a g e s :
a. P R I N T  S T O C K T A K E  F O R M S
b. S T O C K T A K E  E N T R Y
c. P E R I O D  E N D  P R I N T
E x p l a i n  v a r i a n c e s  a n d  t h e i r  
func t i  ons.
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A N  A 3 1 3
/
A E  A 3 1 4
i
AE
j
AE
A 3 1 7
A 3 1 8
A 3 1 9
A 3 1 5
A 3 1 6
S Y N D I C A T E  E X E R C I S E  
T h e  s t u d e n t s  s h o u l d  go 
t h r o u g h  t h e  s t o c k t a k e  p e r i o d  
end. T h e r e  s h o u l d  be a d i s ­
c u s s i o n  of v a r i a n c e s  as m a n ­
a g e m e n t  tool.
S E C U R I T Y  O F  T H E  F I L E S  
T h e  b a c k - u p  p r o c e d u r e  for 
b o t h  o p e r a t i n g  s y s t e m s  
s h o u l d  be e x p l a i n e d .
T h e  l o g g i n g  of t h e  b a c k - u p s  
an d t he g e n e r a l  i m p o r t a n c e  
of fpfle s e c u r i t y .
S Y N D I C A T E  E X E R C I S E  
T h e  s t u d e n t s  s h o u l d  b a c k - u p  
t h e  s y s t e m s  and log t he 
o c c u r r e n c e s .
F I L E  R E O R G A N I S E  
E x p l a i n  t h e  use of Index 
f i l e s  and h ow  a f i l e  b e c o m e s  
d i s o  rganised.  D e m o n s t  rate 
t h e  f i l e  o r g a n i s e  routine. 
D i s c u s s  w h e n  t h e  e r r o r  
m e s s a g e  w i l l  o c c u r  and how 
to react to it.
S T U D E N T  E X E R C I S E  
R un t h r o u g h  t he f:L 1 e 
o r g a n i s e  routine.
G E N E R A L  D I S C U S S I O N  
S t u d e n t  F o r u m
C O U R S E  C L O S E
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IN IBQ DLJCIION t o  a c c o u n t i n g  s y s t e m  m a n u a l
T h e  C A T P A C  S u i t e  of A c c o u n t i n g  P r o g r a m m e s  is 
d e s i g n e d  to p r o v i d e  t h e  C a t e r i n g  M a n a g e r  w i t h  an 
A u t o m a t e d  A c c o u n t i n g  S y s t e m  w i t h  i n s t a n t  a c c e s s  to 
t h e  s t a t e  of up to t e n  s e p a r a t e  a c c o u n t s .  It 
a l l o w s  t h e  U n i t  to i n i t i a l i s e  t h e  s y s t e m  to fit 
t h e  n a t u r e  of t h e  c a t e r i n g  o r g a n i s a t i o n  a n d  to r e ­
i n i t i a l i s e  a s p e c t s  of t h e  sy stein to m e e t  a n y  
c o n t i n g e n c i e s  th a t  m a y  arise.
T h e  f o r m a t t i n g  of t h e  s c r e e n  d i s p l a y s  are 
u n c o m p l i c a t e d  and t h e r e  a r e  p r o m p t s  w h e r e  r e q u i r e d  
to g u i d e  t h e  u s e r  t h r o u g h  t h e  sy st em.  D a t a  input 
has b e e n  f o r m a t t e d  as c l o s e l y  a s  p o s s i b l e  t o  t h e  
m a n u a l  s y s t e m  avid t h e r e  a re er  r o r c h e c  I«i v 1 g 
r o u t i n e s  to e r a d i c a t e  t h e  m o r e  s e v e r e  u s e r  e r r o r s .  
T h e  u s e r  e n t e r s  t h e  raw dat a  i n t a 111e sy s t ein and 
all t he no rmal a c c o u n t  i ng p r o c e d u  r e s  a  r e  
c a l c u l a t e d  a u t o m a t i c a l l y .
D a i l y  I n c o m e  an d E x p e n d i t u r e  c  a  \ i b c  d i  s  p 1  a y  c d 
e i t h e r  ovi t h e  s c r e e n  or h a r d  c o p y  c a n  b e  p r o d u c e d .  
The s y s t e m  will  a l s o  p r o d u c e  m a n a g e m e n t  
i n f o r m a t i o n  at a n y  t i m e  d u r i n g  t h e  m o n t h  a n d  
a u t o m at i c a 11 y  p r o d u c e  t h e  r  e q u  i r  e  d  d a c  u  i/cn t  a  t  i  o  v i 
to end t h e  m o n t h s  accouvits i n c l ud in g, a  f u l l  A F F  
7 7 6 5  avid AF P 9 7 2 4 .  At t h e  e n d  o f  t h e  m o n t h  a l l
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d a t a  e n t e r e d  c a n  be s t o r e d  for t h e  p r o s c r i b e d  
p e r i o d  on a f l o p p y  d i s c  a l l o w i n g  e a s y  a c c e s s  to 
h i s t o r i c a l  d a t a  a n d  t h e  u s ual a u d i t  trial.
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B I O B I i N G  I d l  S Y S J E M
W h e n  t h e  c o m p u t e r  is s w i t c h e d  on, or h o o t e d  out of 
HQIBftS t h e  s c r e e n  w i l l  first s h o w  t h e  p r o m p t s
fl>
T h i s  i n d i c a t e s  y o u  h a v e  e n t e r e d  t h e  C P M  o p e r a t i n g  
syst em.  W h e n  t h i s  a p p e a r s  t h e  u s e r  s h o u l d  t y p e  
t he f o l l o w i n g :
MBftSIC CflTPfiC - (P REBB R E T U R N  KEY)
O f t e r  a few m o m e n t s  t h e  s y s t e m  will d i s p l a y  
s o m e t h i n g  s i m i l a r  to t h e  f o l l o w i n g :
B O S I C  8 0  R E V . 5.2. 2 7 1 9 7  B y t e s  F r e e
T h e n  t h e  o p e n i n g  d i s p l a y  of t h e  C P T P O C  A c c o u n t i n g  
P r o g r a m m e  will  appe ar.
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CLQilNGi I H E  S Y S J E M
To exit  t h e  s y s t e m  f o l l o w  t h e  exi t  o p t i o n s  on the 
s c r e e n  d i s p l a y s  u n t i l  y o u  l e a v e  t h e  p r o g r a m m e .
Y o u  will k n o w  w h e n  y o u  h a v e  d o n e  t h i s  w h e n  t h e  
f o l l o w i n g  s c r e e n  d i s p l a y  a p p e a r s :
T I T L E  A N D  S U P P L E M E N T  R A T E S  T R A N S F E R R E D  T O  F I L E
C A T P A C 2
O K
Y o u  a r e  s t i l l  in B A S I C  to leave? t h i s  type? th e  
f o l l o w i n g :
S Y S T E M
T h i s  will r e t u r n  y o u  to t h e  "A" w h i c h  i n d i c a t e s  
y o u  a r e  s t i l l  in t h e  C P M  o p e r a t i n g  systern but h a v e  
left BASIC.
A>
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i. 1.
t
(C) P
S E C U R I T Y  P R O C E D U R E S  F D R  T H E  A C C g U N I I N G  E R D G R A M M E S  
It is recomiYiended t ha t c o p i e s  of t h e  s y s t e m  s h o u l d  
be t a k e n  d a i l y  at t h e  s a m e  t i m e  as t h e  F e e d b a c k  
P r o g r a m m e  is b a c k e d ~ u p .  T h e  r o u t i n e  s h o u l d  be to 
b a c k - u p  t h e  F e e d b a c k  P r o g r a m m e  fir st u s i n g  t h e  
i n s t r u c t i o n s  l i s t e d  in A . 4.1. T h e n  to r e t u r n  to 
t h e  C P M  o p e r a t i n g  s y s t e m  by " b o o t i n g "  t h e  
p r o g r a m m e .  T h e  s c r e e n  will d i s p l a y  t h e  
f o l l o w i n g  m e s s a g e  on e n t e r i n g  CP M "
C P M  11+ v e r s i o n  2. 4. E 
A>
At t h i s  po in t p l a c e  a f l o p p y  d i s c  into t h e  d i s c  
drive. T h i s  c a n  be e i t h e r  a n e w  d i s c  or o n e  
w h i c h  h o l d s  d a t a  t h a t  is no l o n g e r  req ui re d. 
EQRMQII1N£ I H E  D I S C
T h i s  p r o c e d u r e  is o n l y  r e q u i r e d  on t h e  F I R S T  day. 
of t h e  month.
T h e  d i s c  at t h i s  p o int m u s t  be f o r m a t t e d  e v e n  if 
it has b e e n  f o r m a t t e d  before. To f o r m a t  t h e  
d i s c  e n ter:
D S K I N I T  B:
It is e >< t r e iyi e 1 y i m p o r t a n t  t h at t h i s c o mm  a n d i s 
e n t e r e d  o n l y  a s  l i s t e d  here. T h e  D s k i n t  c o m m a n d  
w i p e s  all d a t a  o f f  t h e  d r i v e  to w h i c h  it :i s 
d i r e c t e d .  As D r i v e  B is t h e  f l o p p y  d i s c  t h i s  
wil l i n i t a l i s e  t h e  f l o p p y  disc. A n y  o t h e r
v e r s i o n  o t h e r  t h a n  t h e  e x a e t c o i n m a 11 d 1 i s t e d a b o v e?
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c o u 3. d w i p e  t he ha rd d i sc of all its dat a!  If
t h e r e  is a n y  d o u b t  do not b a c k - u p  CPM, an d  c o n t a c t  
h i g h e r  a u t h o r i t y  f o r  advice.
B e c a u s e  of t h e  d a n g e r  of m i s u s e  of t h i s  c o m m a n d ,  
w h e n  it is t y p e d  in t h e  f o l l o w i n g  m e s s a g e  
will a p p e a r !
D S K I N I T  V e r s i o n  3 . 0
W a r n i n g :  D S K I N I T  w i l l  f o r m a t  t h e  S Y S T E M  d i s c  if 
y o u  a sk  it to.
C o n f i r m  e r a s e  all d a t a  on d r i v e ?
C h e c k  t h e  c o m m a n d  y o u  h a v e  t y p e d  in is c o r r e c t  
( D S K I N I T  B:) and as  long as y o u  a r e  s u r e  it is 
c o r r e c t  and that y o u  will not n e e d  a n y  of t h e  d a t a  
on t h e  f l o p p y  d i s c  y o u  h a v e  put in t h e  d r i v e  
en te r :  Y
T h e  s y s t e m  w il l n o w  s t a r t  to f o r m a t  t h e  d i s c  a nd  
all t h r e e  l i g h t s  on t h e  f r on t of t h e  p r o c e s s o r  
will light up and a t i c k i n g  s o u n d  wil l be a u d i b l e .  
T h i s  p r o c e s s  w ill t a k e  a few m i n u t e s  to c o m p l e t e ,  
w h e n  it is f i n i s h e d  t h e  f o l l o w i n g  m e s s a g e  wil l 
a p p e a r :
F o r m a t t i n g  c o m p l e t e
m
T h e  d i s c  is n o w  f o r m a t t e d  a nd c l e a r e d  of a n y  old
dat a.
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D E T A I L E D  I N S I R U C J I D N S  F O R  B E C U R I J Y  C O P Y I N G  
W h e n  c o p y i n g  t h e  u s e r  is r e q u i r e d  to e n t e r  c e r t a i n  
i n f o r m a t i o n .  It h e l p s  to u n d e r s t a n d  h e r e  w ha t 
t h e  c o m p u t e r  is doing. W h i l e  w o r k i n g  u n d e r  CPIYl 
t he c o m p u t e r s  two dr iv es , t h e  har d d i s c  an d t h e  
f l o p p y  d i s c  drive , a r e  u n d e r s t o o d  by t h e  compute?)' 
as "R" (HARD DISC) A N D  "B" (F L O P P Y  D I S C  DR I V E ) .
T h e  c u r r e n t  a c c o u n t  p r o g r a m m e  is h el d on t h e  "A" 
d r i v e  and t h e  b a c k - u p s  a r e  h el d on t h e  f l o p p y  
d i s c s  on t h e  "B" drive. T h e  f o l l o w i n g  
i n s t r u c t i o n  is e n t e r e d :
PIP - (PR ES S R E T U R N  KEY)
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T h i s  c o m m a n d  l o a d s  t h e  p r o g r a m m e  w h i c h  w i l l
t r a n s f e r  t h e  f i l e s  f r o m  one d i s c  to t h e  other.
W h e n  t h e  p r o g r a m m e  is l o a d e d  an  a s t e r i s k  a p p e a r s
on t h e  sc reen.  N o w  e n t e r  t h e  f o l l o w i n g :
B : = A : * . A C T ( V O R )  (ON D A I L Y  B A C K U P )
B : = A : * . B A S ( V O R )  (UN F I R S T  D A Y  OF
MONTH)
B : = A s * . C O M ( V O R )  (UN F I R S T  D A Y  OF
MONTH)
T h i s  t e l l s  t h e  s y s t e m  to t r a n s f e r  all Files on 
d r i v e  "A" to d r i v e  "B". Pi m e s s a g e  wil l a p p e a r  on 
t h e  s c r e e n  f o l l o w e d  by a list of th e  f i l e s  b e i n g  
t r a n s f e r r e d :
C O P Y I N G  -
(THE L I S T  O F  F I L E  N A M E S )
W h e n  t h e  c o p y i n g  is c o m p l e t e  t h e  a s t e r i s k s  w i l l  
r e - a p p e a r  on t h e  sc reen. It is n o w  n e c e s s a r y  to 
r e t u r n  to C P M  a n d  t h i s  is do vie by p r e s s i n g  t h e  
“C T R L "  K e y  avid "C" k e y  at t h e  s a m e  t i m e  f o l l o w e d  
by p r e s s i n g  "ENTER ". T h i s  will r e t u r n  y o u  to 
CPM:
A>
.4. f i l i n g  M O N I H S  q c c o u n i s
To c o m p l y  w i t h  c u r r e n t  a c c o u n t i n g  p r o c e d u r e s  t h e  
r e c o r d s  of t h e  m o n t h s  a c c o u n t s  m u s t  be r e t a i n e d  
f o r  12 mont hs. T h e  p r o c e d u r e  h e r e  is t h e  s a m e  as
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s e c u r i t y  c o p y i n g  e x c e p t  t h e  d i s c  p r o d u c e d  m u s t  be 
s t o r e d  in a s e c u r e  p l a c e  fo r t h e  r e q u i r e d  peri od. 
At t h e  en d of t h e  12 m o n t h  p e r i o d  t h e  d i s c s  c a n  be 
r e - u s e d  again.
If t h e r e  is a r e q u i r e m e n t  to a d d  d a t a  to ,a 
p a r t i a l l y  c o m p l e t e  a c c o u n t  or to c h e c k  h i s t o r i c  
d a t a  t h e  r e l e v a p t  f l o p p y  d i s c  c a n  be a c c e s s e d  by 
f o l l o w i n g  t h e  i n s t r u c t i o n s  in D . 2.2.
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I H E  SIJRLJCTLJRE O F  J H E  B C C Q U N T I N G  P R O G R A M M E  
M A I N  S E L E C T O R  O P T I O N S
A m e n d  Titles, Rates, A c c o u n t  N a m e s  ____
I
  1.1. A m e n d  T i t l e s
I_ 1.2. A m e n d  R a t e s
I_  1.3. A m e n d  A c c o u n t  N a m e s  1 . 3 . A. D e l e t e  O ld  A c c o u n t
l__1.3.B. Input N e w  A c c o u n t  
I _ 1 . 3. C. Ex i t
A c c o u n t  T r a n s a c t i o n s  _____
S e l e c t  A c c o u n t  O p t i o n _____
I
I 2.1. I n p u t / A m e n d  S u p p l e m e n t s
l_2.2. I n p u t / A m e n d  F e e d i n g  S t r e n g t h  
l__2.3. I n p u t / A m e n d  I n v o i c e s  
l__2.4. D a i l y  R u n n i n g  T o t a l s
l__2.5. Print R o u t i n e s  2.5.1. S u p p l e m e n t  R e p o r t
• A F F  7 7 6 5  Pt 1 
__2. 5. 2. I n c o m e / E x p e n d i t u r e  
__ R e p o r t
A F F  7 7 6 5  Pt 2 
_ 2 . 5.3. M a n a g e m e n t
Info rmat i on 
__2. 5. 4. R e c o n c i l i a t i o n  
S t a t e m e n t
A F P  9 7 2 4  
_ 2 . 5.5. N A A F I  I n v o i c e  R e p o r t
_ 2 . 5.6. C S D  I n v o i c e  R e p o r t
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I N I B Y  i N j g  e c c o u N i i N G  E I Q I R a m m e
In i t i a l  e n t r y  into t h e  S y s t e m  is v i a  t h e  B A S I C  
l o a d i n g  p r o c e d u r e  as  e x p l a i n e d  in " S t a r t i n g  t he  
S y s t e m "  (D.2. ).
T h e  first s c r e e n  d i s p l a y  is a s i m p l e  w e l c o m e  to 
t h e  " C A T P A C  A C C O U N T I N G  P R O G R A M M E "  and an  
a c k n o w l e d g e m e n t  t hat y o u  a r e  in t h e  right place. 
P r o g r e s s  is m a d e  by p r e s s i n g  (Enter) to d i s p l a y  
t h e  first  m e n u  fo r s e l e c t i o n  of o ne of tw o 
options. T h e  first  is t h e  s e c t i o n  of t h e  
p r o g r a m m e  w h i c h  a l l o w s  y o u  to a m e n d  s o m e  of t h e  
e l e m e n t s  of t h e  sy ste m.  T h e s e  a r e  t he  
s u p p l e m e n t s  b e i n g  cl a i m e d ,  t h e i r  r a t e s  a nd  t h e  
a c c o u n t s  b e i n g  run by t he unit. T h e  s e c o n d  
o p t i o n  is t o - e n t e r  t h e  a c t u a l  a c c o u n t i n g  s e c t i o n  
i t s e l f  for e n t r y  of d a t a  and t h e  v i e w i n g  of t h e  
ac c o u n t s .
N B ' T h e  n u m b e r i n g  s y s t e m  in S e c t i o n  E f o l l o w s  
t h e  s a m e  f o r m a t  as S e c t i o n  B - t hat is, it u s e s  
t h e  " S e l e c t o r  O p t i o n s "  on t h e  p r o g r a m m e  d i s p l a y s  
to n u m b e r  t h e  p a r a g r a p h s .  In o t h e r  w o r d s  if y o u  
w i s h  to e x a m i n e  t h e  f a c i 1 ity d e s c r i b e d  in 
p a r a g r a p h  1.2. of t h i s  s e c t i o n  - A m e n d  R a t e s  - 
s i m p l y  e n t e r  "1" at t h e  first m e n u  to e n t e r  " A m e n d  
Titles, Rates, A c c o u n t  N a m e s "  a nd t h e n  ”2" to 
a c c e s s  t he " A m e n d  R a t e s "  routine.
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i.
L. 1.
(c) P
A M E N D  H I L E ^ S ^  RQIES*. B Q C O U N I  N Q M E S  
T h e  r o u t i n e s  in t h i s  s e c t i o n  a l l o w s  t h e  u s e r  to 
aiYiend c e r t a i n  a s p e c t s  of t h e  s y s t e m  at t h e  s t a r t  
of t h e  month. H e  is a b l e  to a m e n d  t h e  
S u p p l e m e n t s  he is c l a i m i n g ,  t h e  r a t e s  he r e c e i v e s  
for them, t h e  DMR, a n d  f i n a l l y  t h e  A c c o u n t s  he is 
running. T h e s e  a r e  all a s p e c t s  w h i c h  c o u l d  
c h a n g e  f r o m  mon'th to m o n t h  and tlie faci 1 it ies in 
t h i s  s e c t i o n  a l l o w s  t h e  s y s t e m  to r e s p o n d  to them. 
A M E N D  H I L E B
T h e  s y s t e m  w il l hol d  a t o t a l  of 13 d i f f e r e n t  
s u p p l e m e n t s .  O f  t h e s e  s e v e n  a r e  f i x e d  and c a n n o t  
be c h a n g e d  and  s_ix a r e  n a m e d  at t h e  d i s c r e t i o n -  of 
t h e  user. T h i s  a l l o w s  t h e  u s e r  to e n t e r  at t h e  
s t a r t  of t h e  m o n t h  s u p p l e m e n t s  tha t s u i t  t h e  
r e q i r e m e n t s  of t h e  unit.
In t h i s  r o u t i n e  t h e  six o p t i o n s  t h e  u s e r  has t a k e n  
a r e  d i s p l a y e d  a n d  by s e l e c t i n g  t h e  o p t i o n  n u m b e r  
he c a n  a m e n d  t h e  s u p p l e m e n t  title.
W h e n  t h e  o p t i o n  n u m b e r  has b e e n  d i s p l a y e d  t h e  u s e r  
wi l l  be a s k e d  to e n t e r  t h e  s u p p l e m e n t  t i t l e  u s i n g  
s ix an d t h e n  f i f t e e n  c h a r a c t e r s .  T h e  f o r m e r  is 
for u se w i t h  t h e  p r i n t  s t a t e m e n t s ,  t h e  l a t t e r  for 
use  w i t h  s c r e e n  d i s p l a y s .  T h i s  a l l o w s  t h e  u s e r  
to input a b b r e v i a t i o n s  f or t h e  l o n g e r  s u p p l e m e n t  
t i t l e s  th a t  t h e y  will u n d e r s t a n d .
.A.Jones ~ P age A-62
ANNEXURES
On r e t u r n i n g  fi?om t h i s  r o u t i n e  t h e  s ix  o p t i o n s  a r e  
r e - d i s p l a y e d  s h o w i n g  t h e  a m e n d m e n t  and a l l o w i n g  
t h e  u s e r  to e i t h e r  e x i t  or rep eat t h e  routine.
NBs' It is a d v i s e d  t h a t  if y o u  do nob w i s h  to use 
a t i t l e  e n t e r  t h e  p r e s e n t  c o n v e n t i o n  " O T H E R S "  to 
i n d i c a t e  tha t  it is not r e q u i r e d  for s u p p l e m e n t  
input.
2. A M E N D  R A T E S
T h i s  r o u t i n e  a l l o w s  t h e  u s e r  to a m e n d  t h e  R a t e s  of 
D MR  and s u p p l e m e n t s  at t h e  s t a r t  of e a c h  mo nth .
It d i s p l a y s  t h e  s u p p l e m e n t s  b o t h  f i x e d  arid t h o s e  
e n t e r  by t h e  user. It o f f e r s  t h e  o p t i o n  to
e i t h e r  a m e n d  all of t h e  s u p p l e m e n t s  at o n c e  or 
i n d i v i d u a l l y .
On  t h e  s i n g l e  o p t i o n  t h e  s y s t e m  wi l l  not a l l o w  t h e  
u s e r  to c h a n g e  t h e  D M R  or o p t i o n s  2, 4, 5, 8 and
3. T h i s  is b e c a u s e  t h e s e  r a t e s  a r e  relate d. If 
y o u  w i s h  to c h a n g e  a ny one y o u  mu s t  w i s h  to c h a n g e  
t h e m  all. T h e r e f o r e  t h e  s y s t e m  wi l l  a d v i s e  y o u  
of t h i s  if y o u  t r y  to a m e n d  them.
If y o u  c h o o s e  t h e  A L L  o p t i o n  e n t e r  "A" a nd  e a c h  
s u p p l e m e n t  w i l l  be d i s p l a y e d  in t u r n  f o r  t h e  i n pu t  
of t h e  r e v i s e d  rates. If w h e n  a s u p p l e m e n t  is 
t i t l e d  " O t h e r s "  (see E. 1. 1. NBs) an d  t h e  u s e r  d o e s  
not w i s h  to e n t e r  a rate j ust p r e s s  " R E TURN".
T h i s  will l e a v e  t h e  rate blank. D u r i n g  t h i s  
r o u t i n e  o n l y  e i g h t  s u p p l e m e n t s  wil l  be d i s p l a y e d
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as  t h e  o t h e r  f i v e  a r e  D M R  r e l a t e d  and a r e  
c a l c u l a t e d  a u t o m a t i c a l l y .
On p r e s s i n g  t h e  " R E T U R N "  key all t h e  s u p p l e m e n t s  
wi ll  be s h o w n  w i t h  t h e i r  r e - c a l c u l a t e d  rates.
AMEND QCCDUNI NAMES 
T h i s  r o u t i n e  a l l o w s  t h e  u s e r  to c h a n g e  t h e  
a c c o u n t s  he is running . O n  e n t r y  a n y  A c c o u n t s  at 
p r e s e n t  b e i n g  run by t h e  s y s t e m  a r e  d i s p l a y e d  on 
t h e  s c r e e n  w i t h  t h e  o p t i o n s  to Input n e w  a c c o u n t s ,  
d e l e t e  old o n e s  or exi t  t h e  routine.
-a. DELEJE ACCOUNT
T h i s  o p t i o n  e n a b l e s  t h e  u s e r  to d e l e t e  an  a c c o u n t  
n a m e  f r o m  t h e  s y s t e m  a l o n g  w i t h  all of t h e  d a t a  
e n t e r e d  u n d e r  t h a t  A c c o u n t  Name. T h e  sy s t e m  a s k s  
for t h e  A c c o u n t  n u m b e r  y o u  w i s h  to d e l e t e .  It 
will t h e n  d i s p l a y  t h e  A c c o u n t  Marne and g i v e  t h e  
u s e r  t h e  o p t i o n  of d e l e t i n g  or r e t u r n i n g  to t h e  
Menu. It is s t r e s s e d  t h i s  d e l e t i o n  is 
i r r e v e r s i b l e  and o n c e  it is c a r r i e d  out all t h e  
d a t a  will  be lost, so c a r e  m u s t  be t a k e n  to e n s u r e  
t ha t d e l e t i o n  is requ ir ed. O n  r e t u r n i n g  to t h e  
in i t i a l  M e n u  t h e  A c c o u n t s  a r e  d i s p l a y e d  a g a i n  w i t h  
a n y  d e l e t i o n s  removed.
* b- IN£UI Niki 0CCQIJNT
On  e n t e r i n g  t h i s  o p t i o n  f o u r  i n s t r u c t i o n s  w ill be 
d i s p l a y e d  on t h e  screen, it is i m p o r t a n t  to f o l l o w  
t h e s e  g u i d e l i n e s .  W h e n  y o u  e n t e r  a N e w  A c c o u n t  
N a m e  a f i l e  is o p e n e d  on t h e  d i s c  to s t o r e  all t h e
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d a t a  r e l a t e d  to t h a t  file. I n s t r u c t i o n s  1— 3 
r e l a t e  to this. It is s t r e s s e d  t hat t h e  n a m e  
mus t  be u n i q u e  to t h e  M e s s  c o n c e r n e d .  I m a g i n e  
t he c o n f u s i o n  if t h e r e  w e r e  tw o f i l e s  in an 
o f f i c e  w i t h  t h e  s a m e  f i l e  n u m b e r  or name. On  
r e t u r n i n g  to t h e  M a i n  M e n u  t h e  a c c o u n t s  w i l l  be 
d i s p l a y e d  a g a i n  w i t h  t h e  n e w  a c c o u n t s  in se rted. 
QQCQUNI IBQNSQCiiONB
T h i s  s e c t i o n  is t h e  m a i n  a c c o u n t i n g  pari: of t he  
p r o g r a m m e  a nd  a u t o m a t e s  m os t of t h e  n o r m a l  
a c c o u n t i n g  p r o c e d u r e s .  O n  e n t e r i n g  t h i s  s e c t i o n  
t h e  u s e r  wi l l  h a v e  d i s p l a y e d  a list of the 
A c c o u n t s  at p r e s e n t  r u n n i n g  on t h e  syst em. On  
s e l e c t i n g  t h e  A c c o u n t  r e q u i r e d  t h e  s y s t e m  o p e n s  
t h e  A c c o u n t  f i l e  r e a d y  for t h e  Input of data. It 
wil l d i s p l a y  a m e s s a g e  s a y i n g  F I L E  O P E N  F O R  I N P U T  
A N D  A M E N D M E N T  O F  DATA.
O n  p r e s s i n g  " R E T U R N "  t h e  s y s t e m  d i s p l a y s  t h e  
" A C C O U N T  T R A N S A C T I O N  O P T I O N S " .  T h e s e  are:
1. I n p u t / A m e n d  S u p p l e m e n t s .
2. I n p u t / A m e n d  F e e d i n g  S t r e n g t h s .
3. I n p u t / A m e n d  Invoi ce s.
4. D a i l y  R u n n i n g  To ta ls.
5. Print R o u t i n e s .
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W h e n  t h e  u s e r  h as s e l e c t e d  one of t h e s e  op tio n s ,
but b e f o r e  e n t e r i n g  t h e  a c t u a l  routine, t h e  s y s t e m
(
will as k f o r  t h e  d a t e  to be e n t e r e d -  T h e  d a y  is 
e n t e r e d  first, p r e s s  "RETURN ", t h e n  t h e  mo nth,  
p r e s s  "RETURN",, t h e n  t h e  y e a r  e - g . :
(130384)
O n  p r e s s i n g  " R E T U R N "  t h e  s y s t e m  d i s p l a y s  t he 
c h o s e n  T r a n s a c t i o n .
W h e n  t h e  u s e r  e n t e r s  t h e  d a t e  t h e  s y s t e m  c a n  
i d e n t i f y  w h i c h  d a y s  d a t a  to d i s p l a y  and w h e r e  to 
p l a c e  a n y  n e w  i n f o r m a t i o n  that  is b e i n g  e n t e r e d ,  
finy of t h e s e  r o u t i n e s  c a n  be e n t e r e d  to v i e w  t h e  
d a t a  a l r e a d y  e n t e r e d  on a p r e v i o u s  occ a s i o n .
1 - INEUI/QMEND iUEEUiMiNIs
O n  e n t e r i n g  t h i s  r o u t i n e  t h e  s c r e e n  d i s p l a y s  a 
list of all t h e  s u p p l e m e n t s  e n t e r e d  on t h e  s y s t e m  
(see E . 1.1.). If d a t a  has a l r e a d y  b e e n  e n t e r e d
it will  a p p e a r  a l o n g s i d e  t he s u p p l e m e n t s .  T h i s  
i n c l u d e s  t h e  n u m b e r  of e a c h  s u p p l e m e n t  a nd t h e  
v a l u e  of t h i s  claim. fit t h e  b o t t o m  of t h e  s c r e e n  
t h e  t o t a l  of all s u p p l e m e n t  i n c o m e  will a p p e a r  
for that day.
T h e  o p t i o n s  a v a i l a b l e  a r e  to ex i t  t h e  routine, 
input d a t a  into all t h e  s u p p l e m e n t s ,  or a m e n d  
i n d i v i d u a l  ones..'
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If y o u  w i s h  to a m e n d  all t h e  s u p p l e m e n t  e n t e r  A 
T h e  s c r e e n  w il l c l e a r  a n d  e a c h  s u p p l e m e n t  will  
a p p e a r  in turn. T h e  u s e r  m a y  e i t h e r  enfcer a 
f i g u r e  next to t h e  s u p p l e m e n t  or if t h e r e  is n o n e  
p r e s s  "R ETURN".  W h e n  all th e s u p p l e m e n t s  h a v e  
b e e n  1 i st ed y o u  ret u rn to t he o r i g i via 1 d i s p 1 ay avid 
t h e  i n c o m e  f r o m  t h e  s u p p l e m e n t s  will h a v e  b e e n  
c a l c u l a t e d  u s i n g  t h e  r a t e s  e n t e r e d  in E. .1.2.
If y o u  w i s h  to a m e n d  or e n t e r  o n l y  ovie s u p p l e m e n t  
t h e  i n d i v i d u a l  o p t i o n  is a v a i l a b l e .  T h e  
n o m i n a t e d  s u p p l e m e n t  a p p e a r s  on t h e  s c r e e n  and t h e  
u s e r  m a y  e n t e r  t h e  f i g u r e  c l a i m e d  or if he is 
us in g t h e  o p t i o n  to r e m o v e  a f i g u r e  p r e s s  
"RETUR N".  0 vi r e t u r v i i v i g  t o  t h e  m a i n  d i s p .1 a y  t h e  
s u p p l e m e n t s  w il l be l i s t e d  w i t h  t he d a t a  e n t e r e d  
avid a n y  i n c o m e  c a l c u l a t e d .
IHEUIlBmm EilBIMS §IEIN@IH
T h e  fir st d i s p l a y  of t h i s  r o u t i n e  is t h e  d a t a  
a l r e a d y  h eld  u n d e r  t h i s  d a t e  if any. T h i s  
i n c l u d e s  the!
A C T U A L  S T R E N G T H  
C A T E R I N G  D I F F E R E N T I A L  
T O T A L  S T R E N G T H  ,
V A L U E
O T H E R  I N C O M E
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If t h e  d a t a  is b e i n g  v i e w e d  " R E T U R N "  w i l l  t a k e  t h e  
u s e r  b a c k  to tFie p r e v i o u s  Menu. If t h e  u s e r  
w i 5 hes to e n t e r  or a m e n d  d a t a  he s h o u 1d p r e s s  "E " 
and t h e n  "RE TURN".
If t h e  d a t e  i s . t h e  1st of t h e  m o n t h  t h e  d i s p l a y  
will  be d i f f e r e n t  to o t h e r  d a y s  in t h e  month.
On  a n o r m a l  d a y  d u r i n g  t h e  m o n t h  th e  fir st  lin e  of 
t h e  d i s p l a y  w il l be t h e  p r e v i o u s  d a y s  F e e d i n g  
S t r e n g t h .  A m e s s a g e  w il l t h e n  i n s t r u c t  y o u  to 
e i t h e r  a c c e p t  t h i s  f i g u r e  for  t o d a y s  F e e d i n g  
S t r e n g t h  by p r e s s i n g  " R E T U R N "  or e n t e r  a d i f f e r e n t  
figure. On  e n t e r i n g  t h e  f i g u r e  and  p r e s s i n g  
" R E T U R N "  t h e  u s e r  is a s k e d  to e n t e r  " O T H E R  
INCOME". T h i s  r e f e r s  to i n c o m e  f r o m  t h e  l&OOs, 
i n t e r n a l  t r a n s f e r s  of s t o c k  etc. T h e  I n c o m e  
e n t e r e d  h e r e  m us t be I n c o m e  n o r m a l l y  e n t e r e d  on 
t h e  R e c o n c i l i a t i o n  S t a t e m e n t .  H a v i n g  e n t e r e d  
t h i s  figure, if t h e r e  is one, p r e s s  " R E T U R N "  to go 
back to t h e  first d i s p l a y .
If t h e  d a t e  is t h e  1st of the m o n t h  on e n t e r i n g  
t h i s  r o u t i n e  t h e  p r e v i o u s  d a y s  F e e d i n g  S t r e n g t h  
will not a p p e a r  and  t h e  u s e r  wi l l  be a s k e d  to 
e n t e r  t h e  F e e d i n g  S t r e n g t h  fo r that date. O n  
p r e s s i n g  " R E T U R N "  t h e  u s e r  will be a s k e d  to e n t e r  
a n y  d e b i t  or c r e d i t  on last m o n t h s  a c c o u n t .  T h i s  
wil l  be i n c l u d e d  in t h e  r u n n i n g  t o t a l s  for t he 
m o n t h  w h e n  t h e  u s e r  v i e w s  these. It w ill a l s o  be
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(C) P
i n c l u d e d  a u t o m a t i c a l l y  in t h e  R e c o n c i  1 i sit i on 
S t a t e m e n t  A F P  9 7 2 4  p r i n t - o u t  at bhe en d  of t h e  
mont h.
On  t h e  p r o c e d u r e  fo r e n t e r i n g  t h e  figure, i f  it i s  
a c r e d i t  e n t e r  t h e  f i g u r e  t h e n  p r e s s  "RE T U R N " .
If it is a d e b i t  p r e s s  " R E T U R N "  as t h e  m e s s a g e  
i n s t r u c t s  you, a nd  t h e n  e n t e r  y o u r  d e b i t  figure. 
Th e  u s e r  will n o w  be a s k e d  as on an y  o t h e r  d a y  bo 
e n t e r  O t h e r  Income, h a v i n g  d o n e  t h i s  p r e s s  
" R E T U R N "  a n d  y o u  wil l  t h e n  r e t u r n  to t h e  o r i g i n a l  
display.
Th e  s y s t e m  will a u t o m a t i c a l l y  c a l c u l a t e  t he  
C a t e r i n g  D i f f e r e n t i a l ,  t h e  T o t a l  F e e d i n g  S t r e n g t h  
and  u s i n g  t h e  D M R  e n t e r e d  in E. 1.2. t h e  T o t a l  
Value. " R E T U R N "  will t a k e  y o u  b ac k to t h e  
A C C O U N T  T R A N S A C T I O N  OPTIONS.
NB: T h e  e n t e r i n g  of a C r e d i t / D e b i t  w i l l  o n l y
a f f e c t  m a i n  a c c o u n t s ,  t h e  N e s s e s  w ill h a v e  c l e a r e d  
t h e i r  C r e d i t / D e b i t  s i t u a t i o n  at t h e  e nd  of t h e  
p r e v i o u s  mo nt h*
I N E U I / Q M E N D  I N V O I C E S
T h e  firs t d i s p l a y  of t h i s  o p t i o n  l i s t s  t h e  f i v e  
m a i n  inv o i c e s :
C S D  B I L L  
N A A F I  
O T H E R S  
C O M P O
N A A F I  C R E D I T
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If i n v o i c e s  h a v e  a l r e a d y  b e e n  e n t e r e d  fo r t h i s  clay 
t h e n  l i s t e d  n ext to t h e s e  is t h e  I vivo ice F o l i o  
N u m b e r  and t h e  v a l u e  of the Invoic e. If the 
o p t i o n  h a s  b e e n  e n t e r e d  to v i e w  t h e  i n v o i c e s  
r e c e i v e d  on t h i s  p a r t i c u l a r  d a y  t h e n  o p t i o n  & will  
exit  bac k  to t h e  last Menu.
If t h e  u s e r  w i s h e s  to input an  i n v o i c e  o r  a m e n d  
on e a l r e a d y  e n t e r e d  s e l e c t  t h e  o p t i o n  n u m b e r  a n d  
e n t e r  it. T h e  s y s t e m  wil l  first a s k  f o r  t h e  
va 1 ue of t h e  I vivo i ce, t h en  w h e n  t  h i  s  .i s e n t  e r e d  
t h e  f o l i o  number. O n  p r e s s i n g  " R E T U R N "  t h e  
o r i g i n a l  d i s p l a y  w il l s h o w  any a m e n d m e n t s  o r  
input s y o u  h a v e  evit e r e d . 0 p t  i  o n  6  w i  1 1  e x  i  t  b a c k
to t h e  last Menu.
BQILY RUNNING IQIQLS
T h i s  r o u t i n e  a l l o w s  t h e  u s e r  to v i e w  t h e  D a i 1y 
R u n n i n g  T o t a l s  of Inco m e a n d F. >< u e v i e i t u r e f or 111 e 
d a y  n o m i n a t e d .  T h e  d i s p l a y  s h o w s  w h i c h  M e s s  and 
w h i c h  d a t e  is b e i n g  viewed. T h e  F e e d i n g  S t r e n g t h  
is s h o w n  avid b e n e a t h  t h i s  two s e c t i o n s  I n c o m e  avid 
E x p e n d i t u r e .  In t h e s e  t h e  v a r i o u s  s o u r c e s  of 
e a c h  a r e  s h o w n  w i t h  t h e i r  t o t a l s  and a g r a n d  t o t a l
v
at t he b o t t o m  for t h e  day.
T h e  d i s p l a y  a l s o  s h o w s  t h e  r u n n i n g  E x p e n d i t u r e  for
th e  m o n t h  avid t h e  r u n n i n g  Income. T h e
C r e d i t / D e b i t  b r o u g h t  f o r w a r d f r o m t  h  e p  r c v  i  o u
m o n t h  .is a l s o  l i s t e d  avid f i n a l l y  t h e  R u n n i n g  
B a l a n c e  for  t he p r e s e n t  month.
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3- E B I N I  R O U T I N E S
T h e  Print R o u t i n e s  w il l a l l o w  har d  c o p y  of 
a c c o u n t s  c o m p l e t e  or p a r t i a l  to be O u t p u t  for 
r e f e r e n c e  and for d o c u m e n t a t i o n  for a u d i t i n g  
p u r po se s.  O n  e n t e r i n g  t h i s  o p t i o n  th e  u s e r  is 
a s k e d  to e n t e r  a d a t e  again, t h e  a c c o u n t s  p r i n t e d  
wil l be c a l c u l a t e d  up to a n c:l i n c 1 u d i n y t h .i. s d a t e 
only.
5. 1. S U P P L E M E N T  R E P O R T  z BEE ZZ§H El i
T h i s  r o u t i n e  will p r i n t - o u t  all t h e  S u p p l e m e n t s  
c l a i m e d  to date. T h e  Tot£\l I n c o m e  for e a c h  d a y
f r o m  S u p p l e m e n t s  and f i n a l l y  t h e  T o t a l  V a l u e  of
all t h e  S u p p l e m e n t s  a nd t h e  T o t a l  N u m b e r  of e a c h  
S u p p l e m e n t  claim ed .
5-2- I N C Q N I Z I X P E N D I J U R E  R E P O R T S  z  O F F  7 7 6 5  PT 2
T h i s  r o u t i n e  wil l  print o u t a 11 t h e E x p e n d :i. t u re 
f or e a c h  d a y  of t h e  m o n t h  i n c l u d i n g  f o l i o  n u m b e r s .  
It will also print the Total E><pevid i t ure f:o r t !at 
day. F i n a l l y  it g i v e s  t he T o b a l  E  > i pa nd i t u re a t 
e a c h  s o u r c e  avid T o t a l  E x p e n d i t u r e  for the w h o l e  
p e r i o d  f r o m  all s o u r c e s
In t h e  s a in e way, it wil l p r i n t •• o u fc a 1 1  111 e  I  nc o m e  
fo r e a c h  d a y  i n c l u d i n g  T o t a l  S u p p l e m e n t s ,  O t h e r
I n c o m e  an d NftOFI Cr edi t. It bhevi p r o d u c e s  fche 
d a i l y  r u n n i n g  b a 1 a vi c e t h r o u g h t h e m o vi t It. E 1 vi a  1 ?. y 
it p r o d u c e s  t h e  T o b a 1 I n c o m e  from e a  c h s u u i • c: e f o r 
t h e  movrbh and T o t a l  Income? f r o m  all. s o u r c e  s..
(C) P.A.Jones Page A-71
ANNEXURES
2.5.4. R E C Q N C I L I Q I I D N  S T A T E M E N T  - A F P  9 7 2 4
T h e  s y s t e m  w i l l  p r o d u c e  t h e  R e c o n c i l i a t i o n  
S t a t e m e n t  in t h e  s a m e  f o r m a t  as t h e  A F P  9724.
T h e  u s e r  m ust  t h e r e f o r e  n o m i n a t e  w h i c h  a c c o u n t s  
area r e q u i r e d  to a p p e a r  on t h e  R e c o n c i l i a t i o n  and 
where. To a l l o w  t h e  Input of t h e  inf o rmat i on 
w h e n  t h e  u s e r  e n t e r s  t h e  r o u t i n e  t h e  s y s t e m  
d i s p l a y s  a list of t h e  p r e s e n t  A c c o u n t s  held.
T h e  u s e r  t h e n  n o i m i n a t e s  w h i c h  a c c o u n t  to e n t e r  
far t h e  F i r s t  Mess, t h e  S e c o n d  M e s s  and  f i n a l l y  
t h e  M a i n  Mess.
It is s t r e s s e d  tha t O f f i c e r s  a nd S e r g e a n t s  M e s s  
A c c o u n t s  s h o u l d  not be e n t e r e d  as a M a i n  Mess..
T h i s  is b e c a u s e  t h e  c a l c u l a t i o n s  f or t h e  first two 
M e s s  o p t i o n s  avid t h e  M a i n  M e s s  o p t i o n  a r e  
d i f f e r e n t ,  as  t h e y  a r e  in t h e  m a n u a l  sy stem .
If y o u  do not w i s h  to e n t e r  an A c c o u n t  in a 
p a r t i c u l a r  M e s s  o p t i o n  j ust p r e s s  r R E T U R N ". T h i s  
opt ion d o e s  t a k e  a few m i n u t e s  to c a l c u l a t e  as 
e a c h  M e s s  File ha s to be r e - c a l c u l a t e d  an d opened.
2-5.5. NAAFI INVOICE REPQRI
T h i s  R e p o r t  s i m p l y  l i sts by d a t e e ac h N A A F J  
Invoice, its f o l i o  n u m b e r  an d t o t a l  v ' a i u e .
:.5.6. CSD INVOICE REPQRI
T h i s  ro ut i ne  p r o d u c e s  a 1 i st by 'da t e o f ea.ci C 0 1? 
Invoice, its f o l i o  n u m b e r a n ci t <: t a 1 v a 1 u c .
(C) P.A.Jones P a g e  A-72
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